


Institutional Archive of the Naval Postgraduate School 





Calhoun: The NPS Institutional Archive 
DSpace Repository 


Theses and Dissertations 1. Thesis and Dissertation Collection, all items 


1967-06 


Proposed Revision to the Enlisted 
Performance Evaluation Report NAVPERS 792 


Barker, Ernest William; Martin, William Glynn 


Monterey, California. U.S. Naval Postgraduate School 


http://ndl.handle.net/10945/12917 


Downloaded from NPS Archive: Calhoun 


Calhoun is the Naval Postgraduate School's public access digital repository for 


/ (8 D U DLEY research materials and institutional publications created by the NPS community. 
«ist : Calhoun is named for Professor of Mathematics Guy K. Calhoun, NPS's first 


NY KNOX appointed — and published -- scholarly author. 

; | LIBRARY Dudley Knox Library / Naval Postgraduate School 

411 Dyer Road / 1 University Circle 
Monterey, California USA 93943 





http://www.nps.edu/library 


NPS ARCHIVE 


1967 
BARKER, E. 





PROPOSED REVISION YO THE ENLISTED 
PERFORMANCE EVALUATION REPORT 
NAVPERS 792 


ERNEST arm BARKER 
an 
WILLIAM GLYNN MARTIN 











PROPOSED REWISTON TO THE ENLISTED 
PERFORMANCE EVALUATION REPORT -- NAVPERS 1792 


by 


Ernest William Barker 
Tieutenant Commander, United States Navy 
B.S., United States Naval Postgraduate School, 1963 


and 


William Glynn Martin 
Lieutenant, United States Navy 
B.S., United States Nava] Academy, 1961 


Submitted to meet the requirements of the 
OPERATIONG NAB yr ot] CURRICULUM 


On ee mie 


NAVAL POSTGRADUATE SCHOOL 
Jine Tob" 





foo Lee 

The ability of Ene Nave. to measure the performance of 
its enlisted personne! is analyzed. Specifically, the objectives 
of the Enlisted Performance Evaluation System and the means 
of attaining those objectives, the NAVPER®S 792 Porm, ja 
examined. A revision of the NAVPERS 792 is proposed for 
technical ratings and complete mateo for use of the 
revised form are presented. Areas for future improvement 


and refinement are detailed. 


LIBRARY 
NAVAL POSTGRADUATE 3 .ivwe 
MONTEREY, CALIF, 98940 


TABLE@e?= CONTENTS 


a eM Tigi PAGE 

iimieroduc tion i 

Chapter I Pertermance Evaluation in 8 
General 

Chapter II Analysis of the U.S. Navy 36 
Finlisted Performance Evaluation 
System 

mimaapter Iil Proposed Solutions 6). 

Bibliography 78 

Appendix A Requirements for Re-enlistment 81 

Appendix B Proposed Handbook for Personnel 83 
Evaluators 





ey Ce 


TOR 


iil. 
lee. 
o>’. 


‘ie 
15. 
ier 
17. 


lise 


Lia kaor FIGURES 


A Ranking Type of Rating Form 
Example of Checklist Type of Rating Form 
AD Biorced  €ilioies! Type of Rating orm 


Scales Type of Rating Form with Improve- 
ment and Comment Section 


Scales and General Type of Rating Form 


Scales Type of Rating Form (Discrete Scale) 


Scales Type of Rating Form with Subdivision 


of ‘T'raits 


A Scales Type Rating F'orm with Provisions 
for Rater Comment 


Fixample of Recorded Incidents 


Til@setraeion of Pwo 2Dirterent Sets ort 
Standards 


Aliterationvof "Scales 
Example of Profiles 
Classification of Navy Objectives 


Current Report of Enlisted Performance 
Evaluation NAVPERS 792 (Front) 


Current Report of Enlisted Performance 
Evaluation NAVPERS 792 (Reverse) 


Performance Fiactor Evaluation, Series 38, 
August 1965 - BTC and YNC 


Performance Factor Evaluation, Series 36, 
August 1965 - BT1 and YN! 


Performance Factor Evaluation, Series 38, 
August 1965 - BT2 and YN2& 


PAGE 
ED 
dhe 
ag 


ek 


OWE 


a5 


a7 


So) 


au 
Be 
314 
16 


7 


Sy, 


60 


61 


19. 


Us 


eaile 


pee 


Performance Pactor Evaluation, Series 38, 
August 1965 - BT3 


Performance F’actor Evaluation, Series 38, 
August 1965 - YN3 i 


Proposed Revision to Current NAVPERS 
792 (Front) 


Proposed Revision to Current NAVPERS 
792 (Reverse) 


62 


63 


66 


67 





iret. ) ery ON 

"A good job of employee merit rating is worth whatever 
08 costs."(1) This thesis attempts to solve a problem that is 
of vital importance to the Navy---the proper evaluation of its 
enlisted personnel. Its importance was attested to by the 
Secretary of the Navy's Task Force on Navy/Marine Corps 
Personnel Retention. They made clear the need for further 
study "to determine if it (performance evaluation) can be made 
a more effective measure of Fer Pertine nee and also of capabil- 
ity nana qualifications for fvencemens." |=) 

In order to solve the problem the analysis was divided into 
three chapters. The first is a presentation of a survey of 
present day ideas on performance evaluation in general as 
discussed in the current literature. In the Second chapter the 
present Enlisted Performance Evaluation System is analysed to 
see if possible changes might be made in light of what was 
learned from the preceeding chapter. In the final chapter a 


proposed solution to the problem is suggested. 


CHAPTER 
PERFORMANCE EVALUATION IN GENERAL 


1. Benefits and uses of Performance Evaluation. 





Formal performance evaluation is a relatively new manage- 
ment tool. It got its start shortly before World War I and 
has been used by business, industry and government in various 
forms ever since. Many terms are used to describe perfor-—= 
mance evaluation including merit rating, performance report, 
employee appraisal, Service rating, efficiency rating and several 
others. This paper will use the term performance evaluation 
since this is the term currently used by the Navy to describe 
enlisted personnel performance. 

There is only one purpose of a performance evaluation and 
that is to measure a person's ability to accomplish the tasks 
assigned to him. ‘The uses and benefits of a performance 
evaluation program, however, are many and varied and should 
be tailored to the needs of the organization that uses them. 
There are several uses and benefits which, because of their 
generality and wide acceptance, should be listed if a critical 
analysis is to be made of any particular organizations perfor- 
mance evaluation system. ‘These are: 

Benefits and Uses of a Performance Evaluation Program 

(1) Assist in determining promotions as wel) as demotions 

and terminations. ‘This includes recognizing the out- 
standing Individual for internal hiring. 


(2) Assist In determining transfers and Jayofrs. ‘Trans- 


6) 





fers and layoffs. Transfers can be used to reward 
individuals for past performances, give them positions 
of more or less responsibility, or to strengthen the 

organizational framework. 

(3) Assist in pinpointing weaknesses in the individual and 
the organization, which when recognized can aid in 
employee guidance to improve weaknesses. 

(4) Assist recruiters in determining who to recruit. 


(5) Stimulate people to improve. 


(6) Improve morale by instilling confidence in managements 
fairness. 


It should be noted that not every organization will be able 
& derive all of the benefits or be able to employ::* all of the 
uses listed above. For instance, labor unions prevent many 
organizations from using the performance evaluation for making 
promotions and insist Glwsenority as the prime determinant for 
promotion. Vhen, too, the type of program and the factors 
being graded may prevent an organization from reaping some 
of the benefits and employing some of the uses listed. 

While there is no single method of performance evaluation 
which has been judged best for all purposes, nor for that 
matter even two or three, most authors on the subject will 
agree that for 4 perrtormance evalue@tion propram to be vemeaec— 
tive it must adhere to several time teSted principles. These 
include: 

(1) Having those using the program understand it, 


including top management, Supervisors, and those 
being evaluated as well. 


(2) Utilizing rating forms which have been carefully 
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thought out and designed. 
(3) Making the grading as objective as possible by: 

a. Training the evaluators in their task. 

b. Setting realistic standards to assist raters 
in forming judgements, 

c. Issuing clear, specific and detailed instructions 
concerning how the evaluating is to be done. 

d. Choosing traits which are easily observable on 
a day to day basis and where possible are 
measureable. 


(4) Tailoring the program to the organizations goals for 
Vis 


2o Methedsaand FP onme Curnemtly Das Use, 

Just how many methods are available? Basically there 
are five and these are: 

(1) Man-to-Man or Paired Comparison 

(2) Ranking 

(3) Cie allie 

(4) Scales 

(5) Critical Incidents 

For each ot these basic methods there are infinitely many 
techniques and factors that can be used to give as wide a 
ceva of methods as one could hope for. Look, for instance, 
at the type of factors available. These can be broken into: 


Personal) Quality Factors, such as honesty, loyalty, 
integrity, and many, many, others. 





(2) Job Performance Factors, such ag quality of work, 
quantity of work, salesmanship, attendance, etc. 


(3) Combinations of 1. and @. on the same form. 


As to the number of factors or descriptive term Available, 





Enere are monreythan I7,000 “according to Rew. Adams, 
author of a handy phamplet entitled "The Complete Employee- 
Handbook for Personnel Appraisal." Mr. Adams has listed 
some 2,000 of these factors in his work and has further 
broken them into four major headings of (1) Mental Capacity, 
(2) Work Habits and Attitudes, (3) Stability, and (4) Get- 
along—Ability. 

In addition to types and numbers of factors, one can also 
select from a wide variety of form arrangements,several of 
which are shown in this chapter. 

In order to assist the reader in understanding the five 
basic methods and to present a few of t:he techniques of form 
arrangement and factor choices available, we will describe 
briefly each method, list their advantages and disadvantages, 
and show examples of specific (aye 
The Man-to-Man or Paired Comparison Method. 

This is perhaps the oldest cf the formal methods currently 
in use. It was first used to evaluate salesmen for private 
companies and was later adapted for use during World War I| to 
evaluate prospective Officer Candidates and even Jater, all 
Army Officers as well. There were five characteristics or 
factors, which each officer was tu be evaluated on, ‘These 
were: (1) Physica) Qualities, (<) Intelligence, (3) Leadership, 
(4) Persona] Qualities, and (5) General Value to the Service. 
Bach factor was described by a paragraph, and the instruction 


1] 


which came with the form called for «ach tactor to t 
broken into five degrees, with each degree being assigned a 
score based on the degree chosen. As an illustration that 


portion dealing with Intelligence is shown. 
II Intelligence : 
Accuracy, ease in learning, ability to grasp quickly the 
point of view ot commanding officer, to issue clear 
and intelligent orders, to.estimate a new situation, 
and to arrive at a sensible decision in a crisis. 


POO Gee cc ee Tce ce cork la 
fy ieee eee 
Il Ghat 6 os emetemere ete + + «crs me 
LiOWe ccc eccescacecevny 6 
LeOWOPCH. «crete ee cement 3(3) 


Instructions for using the scale called for the marker to eval- 
uate his personnel as follows: 


1. Selecting an officer of his acquaintance who exempli- 
fied each ot the degrees of each factor. 

2, Assigning to each officer subject tv rating the 
numerical value of the officer on the scale most 
Closely resembling him in the characteristic under 
consideration. 

3. Adding the numerical values assigned each officer to 
arrive at the composite score for the individual 
officer. 

4. Using each score as a basis a vompey hen for use in 
ratinw all officers considered. My 


Advantages. Perhaps the only advantage this method 
enjoyed was the fact that it did offer improvement over 
previous methods which were purely subjective. 

Disadv: 


Wwitaukces. Becauvnse oT the large number of disadvant- 





aves this method has almost totally disappeared from use. 


Some of these are: 


lis Officers dolng the marking’ Sometimes had such & Baral) 
icquaintancesship and were St ifeavervienved that they hae 
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difficulty selecting officers as examples for each 
degree of each of the factors. 


ze. ‘The plan proved cumbersome when a large number of 
officers was to be graded by one evaluator. 


34. Ehevdefinitiens of Gach of the factors were too 
general to be applied as standards, making it even more 


difficult to select an example for each degree. 


4. Specific weaknesses were lost in the end because of 
the use of an overall grade. 


= he Ranking Method. 


There are many variations of this method but perhaps the 
simpliest is the type which asks for a listing of employees 
Pecesdine to their general merit. “Most lists are subdivided 
into three or fOur groups on the PST with only a brief 
@es crip ction of which employees to place Within a sroup. “lise. 
simplest caSe no Standards are given Mer any pageticular factor, 
nor are there any particular factors given for that matter. 
An example of such a form is shown in ‘figure te Note thee 
thre’ particular Term @oekes for three divisions, each determined 
only by a percentage. It should also be noted that this 
method should be used only for workers doing the same type 
tasks. 

/.-TuUrther VeriMed eras co ask for a ranking based on 
specific factors, beth personal quality and job perfornmange 
types. Still another type is to subdivide the list into grades 
and assign workers to the most appropriate grade according to 


their merit. If this is done, each grade should be adequately 


Me 


described by a standard for each grade, and employers doing 


the same work should be subdivided into experience and pay 


levels so that those who are in the Same levels are ranked 


against each other. 


to force a normal distribution, which results in the famous 


Pins 


bell shaped curve. 


Advantages A 


‘lugs 


ar 


Ce 


Simple to understand. 


Simple to use and therefore relatively less time 
consuming. 


It is natural for raters to rank subordinates. 


Disadvantages ' 


ale 


Hard to rank a large number of employees with any 
degree of certainty. 


The degree of. difference between employees on the 
list is nore@elear: 


Tt is difficulty to justify rankings when questioned 
about them especially for the simple type method. 


It is this method which has long been used 


The advantages of the Ranking method are: 





ABILITY RECORD 


OGPARTMENT LOCATION CLAEE OF WORK OaTe 
i Sa 





CLASSIFY ON ABILITY ONLY — PERFORMANCE. ANO SERVICE. OR ANY OTHER CONSIGERATION. 


USE A SEPARATE SHEET FOR EACH OEPARTMENT. 


GROUP 1 
MIOHEET 10 FER CENT? 


PLACE 1M THIS CROUP TNOSE OUTETANOING INOIVIOVALS WNO WILL RAFPIOLY QUALIFY FOR FORITION OF NIONER RESPONSIBILITY. 
W IT WERE NECESSARY FOR YOU TO LAY OFF ALL GUT TEN PERCENT OF YOUR PREGENT FORCE. TNHEEE WOULS SE TNE MEN WHOM 
VOU WOULO «tte 11M THE CAGE OF EMALLER SEPARTMENTE IF MAY GE OCSIRACLE TO PLACE HORE TNAN 164 OF THE EMPLOVERE 


iM THIE GROUP! 





GROUP ft 
IMtOOLG @€ PER CENT? 


PLACE IN THIS GROUP THE AVERAOCE. LOVAL. EFFICIENT EMPLOVEE §. THE OCONEE WHOM THE COMPANY WOULD OS WELL TO KEEP 
1m 17S EMPLOY TNE REMAINOER OF THEIR PROOCUCTIVE LIVER IF CUEING $E JUBTIFIES ITF 


NAME POSITION NAME Ai POSITION 





: 





. GROUP tit 
(LOW8A 20 PER CENT) 


PLACE IN DHE GROUP THE LOWLR 23 PER CENT OF YOUR EMPLOYEES. THE ONZE WNO WOULD LEAET APPECY THT EFFICIENCY OF 
YOUR ORGANIZATION W TNEY WERE LAIO OFF, 1900 NOT CONGIORER AGE OR SEAVICE.D 


ee | -_ 


Q 


NECKID BY OROUPEO OTF 


I 








Figure 1 
A Ranking Type of Rating Form 


Source: "Handbook of Personnel Management" 
Gecrge =). Halsey, (sarpcr ana =rocners, 1955 


nS 


The Check List Method. 

This method is characterized, as its name implies, by a 
list of factors or characteristics, each of which is supposed 
to be a description of the worker's capability to do a part of 
his job,or describe some personal attribute. To evaluate an 
employee the rater simply checks the factors that apply. A 


partial list, once used by the Kimberly-Clark Corporation is 


shown below: 


Uses good self control. 

Must be supervised closely. 

Careless in dress or personal cleanliness. 
Reacts. favorably to corrections. 

Always carries out his promises. 

Grasps new ideas slowly. 

Is quick to observe defects or mistakes. 
Understands own work thoroughly. 
Takes criticism well. 

10. Plans woik well. 

11. Shows outstanding initiative. 

12. Has good judgement. 

13. Is’ s@f@fy mindéd. 

14. Turns out a large amount of work easily. 
15. Gets hélp when in difficulty. (5 


® e e 


OO On vin FW AN Be 


Originally there were sixty—four such items on the check list 
and each was weighted differently, ‘depending on the desir- 
ability of the trait. ‘This is yet another technique which can 
be uged for ajl methods in order to increase variety and 
adaptability to an organizations performance evaluation program. 
Another varlation of thls m@thod is simply to put twe 
check boxes by each characteristic marked yes or no. While 
this will force a positive answer it may frequently be inaccure 
ate if the form is not properly designéd. A partial example 18 
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shown in figure ée. 


ol ee 


ARE QUALITY STANDARDS 
REGULARLY MAINTAINED? 
QUALITY 
Isic & 
Example of Check List Type of Rating Form 
Source: "Job Evaluation Text and Cases" John A. Patton and 
©... Lt@tlericla@ kienard Db. Irwin Inc. 1955. 












ARE HIS WORK HABITS 
ORDERLY? 


DOES HE HANDLE MATERIALS 
BCONOMICALLY’®? 


DO RSwiatii=a WORK Pa@eern ts 
Peo ool Cheech iI NG? 





Advantages. ‘The primary advantages of this method are: 


1. The "Halo Effect" (rating an employee based on a 
general overall impression) is lessened. 


ee. The check list is easy to understand and uSe. 
3. Factors are Specific. 
4. If the factors are chosen properly, employees in 


different divisions and branches of the organization can 
be compared. 


5. Specific weaknesses can be pointed out to employees 
and the rating can be used as a starting point of a 
traimmec  proecr~ana. 

Disadvantages. Disadvantages include: 

1. Lists which give valid scores are difficult to draw up. 

ee. Good lists are expensive. 


A rather new and separate type of check list method is 


the Forced Choice Check List. This method usually requires 


iy 


the skill of a psychologist who is familiar with the firm's 
methods as well as the personnel who work for it. Here, as 
in the ordinary check list method, the rater must choose from 
a list of descriptive statements. ‘This list, however, requires 
that the rater choose from a list of several apparently un- 
related statements the one most descriptive and the one least 
descriptive of the ratee. An example of such a form used is 
shown in figure 3. 

The principle advantage of this type of check list is that 
it almost entirely eliminates any blas on the markers part since 
he is not allowed to have the scoring key. This virtually 
eliminates the "Halo Effect." The disadvantages are: (1) 
expense and effort in drawing up the form, (2) markers mis- 
trust and acceptance of the form, due to inability to control 
the scoring and (‘4) very Hmited use in efforts to correct 
deficiencies by use of training programs. One other serious 
drawback is the inability of the marker to justify the final 
grade to an «mployee since he doesn't knew how It was 
arrived at either. 

‘The Scales Method. 

This method appears to otfer the widest variety of forms 
of any of the five basic methods. The rater {js asked to mark 
the degree of a factor an employes posseases ajong a scale, 
hence its name, which can either be numerical, Jetlerod, or 


deserlbed by a phrase. itn the ecaeeé vl Lhe Jatter, the grade 
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1. Read each block carefully. ; 


Examples; 
WRONG 


9. Indicate how descriptive each statement ts By hlling in one spoce on its 10 space scale. The Least Most 


spaces farthest lo the left are least descriptive, | 


e spaces farthest to the right are most descrip- {|| || 


live. If you have any comments abaut your choice, write them an the line provided in each block. 
3. Do nat moke o mork directly abave or below another mork in the same block. (see examples 


ot right. 
4. Answer each statement in every block. 


LILILI TILL | Fomtlior with all phoses of the business. 
LITTTTLILLL Progressing slowly but surely. 
LITIITLIL ET Copoble of doing more important work. 
HILTITVTET | Needs close supervision. 

LILITELT TL] Inclined to make hasty decistons 





LITITTIITTT Should be more business-like. 

PTTITIETIT | Has ovtstonding obility. 
HILEIILTETL A natural leader. 

HLILILITTY | Some question about his health. 

FILVUTUL DD | Uses written reports skilfully to help in solving problems. 





TTITTILLIT | Ooing everything possible to keep costs down. 

TITTLTLL TT Keows when to exercise his outhority and when not to. 

LELLTUTLLT | Unable to relox ofter a hard doy’s work. 

ITITITILTT | Peopte do not like to work for him, 

TUT Gage handle several detoils of his job at the some 
we. 





HTTTTTITTT Not aliog to moke decisions unless he has very com- 
plete intormation. 

LIITI]| Makes snop judgmenn about people. 

LIVTLT| thas not demonstroted up to now thot he has the abiifty 
to progress further. 

IUTITUIUIT] Mery valuable in o new operation. 

IVIITIL INT] Good for routine supervisory job. 





ITVIITITLL | Would be very difficult to replace. 

TITUILTT IL | Gets difficulties got him down. 

HTVTIT TILT Alert to new opportunities for the Company, 

HUTTLTIELLL Tries fo run things his own way. 

WUTUUA Aad fend ic delegate things which wiil no? reflect credi! 
on hia. 








Least Most 
TTLYITITL | tnsists on hoving more focts than needed In order to 
reach a sensible decision. 


|| His personol life hos begun ta offect his work. 

|| Con olways be depended on to lum in o good lob, 
|| Calmly discusses problems with his people. 
Il 


| 
| 
| Can moke o successful coreer for himself in ULP-S. 





LIVTLTLTILT Avoids crises by onticipating the conditions which 
might produce them ond pianning for them well in 
odvance. 
|| Inclined to “pop of” an occaston. 
|| An originol thinker, 
|| No one ever doubis his obility. 
|| Lacks tolerance for weakness in other people. 





LITILTTLL | Sometimes says the sight thing of the wrong time. 

LITLTTTLL I | Studies work closely for possible Improvements. 

LITHITILLT | Confidently reltes on his memory which is not always 
accurole. 

LITIETTLLT | Gets good results from his people. 

TITTILTILL | Cutek to grasp information passed on to him. 





TTITTITL IE] Goes not get the facts necetsary for making decisions 

TIVLTTTLEL | Receives constructive criticism well. 

LTLLLTL TLL | Can definitely be promoted whenever the opportunity 
affords theif. 

[11] Makes too many personnel changes. 

11] Heis ready to give credit to others for good work done. 





LITITIVIET) Geans over backwords tn accepting points of view of 
his men, 


|| Qutck to size up o situation. 

|| Coordinates the octivities of oll the vorious parts of 
the work 

Flas little knowledge of the work of other deportments. 


ll 
|] Will toke some time for hia to prove his worth. 





Figure 3 


A "Forced-Choice" Type of Rating Form 
Reproduced in part from: 'Hiandbook Of Personnel 


Management" George D. Halsey, Harper and 
Brothers, 1953. 
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can either be made known to the evaluator, or left unknown. 
The scale used can be continuous, with a minimum grade at one 
end and a maximum at the other, or it can be broken up into 
discrete parts. As usual, various types of factors can be 
used. Sample forms are shown in figures 4, 5, 6, 7, and 8. 


Advantages : 


1. Valuable for reporting purposes, both to top manage- 
ment and for discussion with the ratee. 


&. Sound basis for starting a training program if proper-— 
ly designed Since it meaSures individual traits. 


3. Basy to use which makes it the most common of the 
five basic methods. 


Disadvantages. 
lL. Very susceptible to the “Halo sett eco 


«. ‘Traits are usually assumed to be of equal value, which 
they may not be. 


3. Different forms should be employed for different 
classes of employees. 


The Critical Incidents Method. 

This is one of the newest methods of performance evalua- 
tion currently in use. Its use consists of identifying, classi- 
fying and recording critical incidents in the employees perfor- 
mance which can best be explained ‘as follows: 

Briefly, an incident is "critical" when it illustrates that 


the employee has done, or failed to do, something that 
resultS in unusua] success or unusual failure on some part 


of his jee. 

Critical incidents are facts (not opinions or generaliza— 
tions), but not all facts are critical. Suppose you are 
Supervisor of a highly efficient group of sales correspon-= 


dents. On a certain day, Mary Jones, one of your best 


Fo) 





INSTRUCTIONS TO SUPERVISION 


Make your rating an honcet, accurate description of the employce being rated, basing opinione on job requirements and on performance of others in the 
same classification. 

REMEMBER THAT YOUR OPINIONS ARE ALSO USED AS A MEASURE OF YOUR JUDGEMENT 
1. Place a check in the space which eapressee YOUR OPINION on each factor being rated 
2. Place a check (/) in the epacce at right of eheet to indicate changce In each rating factor. 

3. Comment in space provided to clarify or substantiate your rating. 





QUALITY OF WORK: AS Sea eee ae | | 
Consider neatness and accuracy of work regard-| Work Almost Frequent Normal Very Few Exceptionally Little Hae 
less of volume. Worthless Errors Accuracy Errors Accurate, Practi- Hae or No Gone 
Befure checking, coneult eny production records cally No Mistakee | Improved Change Back 


maintained and compare the amount of his good 

work with that of others on the same job, and 

compare with stendards which reasonably should Comment 
be expectod. 













| | «i im 











QUANTITY OF PRODUCTION: 


Consider the volume of work produced under Very Slow Volume Below Avorage Turns Out Rapid Worker, Little Hae 
normat conditions. Disregard errors. Worker Average Good Volume Unusually Big Hae of No Gone 
Bofure checking, consult any production records Producer Improved Change Beck 
maintained, compare hie output with that of 

others on the same work ond compore with stan- 

dards which reasunably should be expected. Comment 


DEPENDARILITY: on). BL gl..| . Bei | a 


Consider the manner In which he applies him-| Cenno!t Bs Rejled| Consclentious But Fairly Reilable. | Applies Himself Well, Justifies Utmost Little Has 
self ty hie work, wheiher he does jots on time,{Upon. Neede Con- Needs Considerable Average Supervision| Occasional Super- | Conlidence. Minimum Has or No Gone 
stc., end tho amount of supervision he requires.| stant Supervision | Supervision | Required vision Required Supervision Req'd. |improved Change Back 
Does he carry out instructione? 





J 





Comment 











Figure 


Scales @ype OhweatingyP orm With Improvement and 
Comment Section 

Source: "Job Evaluation Text and Cases", J.A. 

Patton and C.M. Littlefield, Richard Da ir in@i, 


a) 


ae 


€G6T ‘sueyqjorig pur uedurey ‘AaesltepI °-q 
eStloey ,Queweseuepl jeuuosueg JO Yyooqpuey,, :eomog 
wdio,g BSuiyea jo edAy, [eueauey pue seleog 


G ems A 


me rum te 











SUSLVY ONIAGIATY AG SLININROD 















































yaswraneD 
MALLVILINI 
"leamees 
WHOM 
: i 40 JOOTIMONE 
P WOSIANZINAS ONILVY AG SLNANNOD IWUIned i ——a 
ee ee EEE EEE = jt¥owme) 
*SLNAK HOD 
<n apis 
Sa ett am opque epy ui ae 
QD pO Gs pe HY |e 2med 70 
=sediee Ghyg «al erm [ee edessse pomge weqe Pry cope . 
dirvesi deary ave we BUOAL @] AAA Mm (een ry mage Ly 
: j ] | } I I [LS xwom so amnion 
oe ose 13 tt 28 cm S| w Sat ot ¢ a1 et 
*3@ OL 331L07d jweueu) 
‘KZ SIHL JAZIIZ® NOK WIVALYRK IWKOILOKOUd SV ONIStIKOUd AOH NYVN WOGHD AG BLVIIGN! IBVIN4 
Pe ———e ~eoeto pm. sah eeiee & “790 Cony Pee 
Oboe 7A wm 
ne peapen pyiaan p ans quene Ae oped 
a ee eee Ey “nwa e aed Bt SBnsece 1H AE GR Sore Wee ian 
= ‘hhod ete baelpiage apg,” Nila intone ane setnme Pe iee cnn erenes biter 
Ui parjneos 4}QeQoad pew ‘Bujop vj OW Rs0m ON) 0) FEYOVon LjoyOyap wy Oo) Cafojdae 81q) Sadtieg J “g _ —_ a ; ‘am é | 
‘ MYOM JO ALrivnd 
at ess ts evs if 3 ts Ay] ¢6) we 38 o) 
2) ——<H—— BOjOp Fy qsOm OQ) OB} £20)9TjJ 018 
OQ Mie BQ 40q12qm MNQROD YW eUEM ‘Yi0g 26 BspANWs 10 Loe; RHa Yom Ol FasooeuRteem Snop9g | 8Us0) BOON) Tim Pod PIYBUsN} eTOpseIIne Oy AjjnjJasrer Oa see éq e2Lo;dDa £Ue 8181 BO_ Ssesgd Oy 3840 £1)502'P 1d OW] 
-QO poe Apnye 0) pedan ase NOL “UOLITZUTEIIO Oy) 0) Pre eefo;d q Dd10a83I63) WAM IWq} JO SauTep JO LONOWWs SE) £dqQIUIE 
oO SS ee re RR cE a Soe eawya pss ad) jesenes ews e7) je “we eq) 0) To" “Boync 9193 79 e20r7 206 mj eq) yo maa Li] Sad 805} @Q) Japen WasBsQd O43 30 Qovw”7 Mts OCD ye seu? 
‘ "BONASIVOP 3391299 OQ) 331938 fF] Gorys eve 4p NOLO, Tojjusearder eu, o 8 Blag) 1:32) Gove 2a 
Y40m Sujop seekojdws jo Ons jessaad og) Bcyd JUI}r1ps Std! 1Sqm2WOE yng “eetojdws POOR Aj3/8) VY og) Jeswen Om} 0G) Beemtag 720G2 sNod nd Pinoys ROL “Ba4s? 228% perth cers 
BLONAsI0ap 9} JO Om”) BPFmI29q 1{8} Pinos Condiir.sap Ons} TEND £0 $3182) [920408 JO GIVE BO oeLOrdBe oy 010) o] pores 
O——R—R,®}®}}® enn PIDETIFING 100 Ing “Msom F1g 62 Peg 19a sedojdes pook y “5 = BQ) JY WPI Og JO DoOyesassed &1qQ 0} we JosmMSpn{ sod sivet OFF NOL BOTs weIz20 oy) Op Saako;@ws mod JO Ones OG) 
030235 F2[Qa Sul] Og) Wo O3¥|d vgs 38 qrem Foaga snod San nd dygaresnaoe at-ercle eo) nod d)0q Cc) pestivep wt Ms01 PRL 
ee eee 0 PRRREEEL_—__LE LSS ESE 
Fre cnr rn nr On ern —— BEC? PET SEQ 





{sseves emee Gy) ye qEsOm Bujop ssafojdme jo ons pasaued BQ) 0) SOpsedns SB L,3¢2/2 INO SpuM_, “YQ “sosjssedng Bounwy SLT acas a aa 


i a ee ean NR th 
OC "Bm 0by 194d Bare | G20m JO SoBj2 PTT OdL) o1e T 169q OG) JO ODO eesojdma [OUD;JaIze CY “V BOWES avd rag Reve 
8918957 — °° OO ee soslertwyg 
aojttasadne snod soptn dno 
#1) BO] S2efO[dws sagic ay) isnt Qi 108 pet ser{> PoE 204} £3Q) JO Hom Bujlop Caong £208 O48Q wos 
f008s0d Z22yI0 Ie Wie %) TOVsedwas Og) 3843 sdGWIDaYy “Wy BaQliosap 380q Y2yYm wOjeQ 109msjITIe 
BI) BI2ZT> O670;0 “Ui jTTIGe3:0 OY) OF ONjOs [SJaceF B[Qg 32958 Yojya essssod Low sakoidms oys 8a) 
4490P 229:0 408 Poe WI0) 6,0) JO OPys Oe. daes OC) CO pares 228Q DOL 0d}}j,¥Od Og) JO TIF Fopsapieyvoy FONILVY TVUNNAD 


“WSIVUddV SSAO1dW3 


Tt petisou—eld BOs 








Ad 


A Graphic Rating Scale 
PERFORMANCE REVIEW FOR SERVICENEN 


1. Rate the employee by placing an X in the space above the description which most 
nearly expresses your judgment on each quality. 


Consider only one trait or quality at a time. 


N 


3. Consider the individual's entire work performance on each trait. Don’t base your 
judgment on only one or two occurrences. 


4. Use the space provided on the back page for comments and explanations. 


5. Make your rating an accurate description of the one rated. 


1- QUALITY 
Consider the thoroughness of | Work almost 

his work and ability to worthless, careiess, 
performs work of high grade 
consistently. Below stendard 


II-DEPENDABILITY 
Consider reliahility in Unretiable Slightly Trustworthy Extremely 
execution of assigned tasks; | and irreguiar! neglectful. dependable. dependable. 
dependabiiity in following 
instructions; does he stick 
to his job and do good work 
without constant supervision? 


e 





IITT-CUSTOMER CONTACTS 


















Consider tact and other Displays Lacks Average Makes Builds 
qualities in dealing with little or po | qualities to ability to favorable im-]| exceilent re- 
cuStomers; ability in main- ability to do and say get aiong pressions {ations with 
taining favorable customer handle the right with with customers, 
relations and company good customers, thing. customers. customers. 

will. 

1V-QUANTITY P 

Consider the volume of work Very siow Barely aeets Average Turns out Repid worker. 
accompiished under normai worker, requirements. good volume. 

conditions and the prompt- Unusuaily big 
ness with which it is Littie producer, 
completed. output. 





V-MECHANICAL SKILL ea See eae ee eee 


Has he consistently demon- Requires con-| Requires re- Satisfactory | Good ability | Exceptional 






































strated the abiiity to tinuous and peated in- on routine in coping ability in 

cope with varied mechanical repeated in- | structions. work, meets |} with mechan- analyzing 

prohlees? structions. Has some requirements } ical probiems} and soiving 
difficuity on new © mechanical 
solving new prohlems, probiems. 


problews. 


VI- COOPERATION a) eee ee eee es ee i 


Consider his attitude toward | Dislikes to Has some Acceptable Wiiiing Goes out of 
his work, company and his cooperate. difficulty worker. his way to 
associates, and his willing- getting along cooperate. 
ness to work with and for with others, 
others. 


vir-pensonatity-pisposirion {|_| 


































Cooperates 
readily. 


































Consider behavior; effect Definitely Behavior and Gets along Gets aiong Exceilent 

of disposition on others. unfavorable, attitudes well gener~ | weli with behavior. Weil 
disturb har- ally. Not majority of {fiked by all 
mony occa- good and associates. associates. 


sionally. 


VIII- ATTENDANCE OO ll etl 


What attitude does he have Indifferent Frequent 
toward attendance. Is he attendance. absences, 
on the job? 






1X- APPEARANCE MS er eee 


How is he in dress and Indifferent Slightly Acceptable Makes good Extremely 
personal appearance, Does indifferent. ‘ impression. impressive, 
he make @ good inpression? 


Figure 6 


Scales Type of Rating Form (Discrete Scale) 
Source: "Personnel Management" H.J. Chruden, 
A.W. Sherman Jr., South-Western Publishing 


Company, 1963 
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roam 94309 €80 Code No. 


DISTRIBUTION-PLANT EMPLOYEE PROGRESS REPORT Date “yas _ 


Name of Employee _____ John Doo error Title_ Serviceman-A—_-__. Report by __Frank Doe 
INSTRUCTIONS FOR RATING 








o OS SS a eee 







Column No. 1 POST OPPOSITE each item, applicable weights determined on basis of followlng classification. 
FOR ITEMS OF: 

PRIMARY — «importance co this position 3 

SECONDARY i ll linc 2 

MINOR 99 fy oo” ” 1 


C.° No. 2. After weights have been posted in column No, 1, use scale "A" to determine how employee races with respect to each item 
H ¢ * s 

| in Part Land post in coluinn 2, Use seale “BY” on reverse side for rating Work Performed by the employee in Part Il after 
IF consideration to aids and handicaps to performance. 


Colican No. 3 Multiply weights in column No. 1 by scale ratings in column No. 2 and post resultant point ratings In column No, 3. 
| (Show totals of items “I" to "4", "5" to "8" and "9" 13" in spaces indicated) 
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_ PERSONAL, _ QUALIFICATIONS 


Pe em co =: 


RATING COLUMNS 
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Far exceeds 
requirements nents of 
this position 


Docs not incet Partially meets 


j 
1 Mects requires 
| reguircnients of | requirements of 

f- 

| 


meats of chis 
position 


o_o 


Point rating 
(Weigle X Scale! 
rating) | 






oon: — owe 


‘ments of i 
position 






this porition this position 


Ae ee — ee te ee ee A en ees ee 








See ee me ee ee ee ce ee oe oe ee ee eee 
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YO oe ANCE Consider Physical Appearance, Carriage, Dress. 
i ae | 
eee peat tS. Ge Cbusider Courtesy; Tact; Adherence to Business and Social Customs; Poise; Self 
| Oe OSITION Conteol; Temperament (Pleasant, Even, Surly). 

CMe ee oe eee. ~~ 9 Og 0 Rg er 0 Oe 0 8 © ps ee te Roe 6 Oe es = er 2 ee ahs i208 = tomatn= FE nase: 8 Comes ee ees een RD ace 











Consider Dependability; Sense of Social and Moral Responsibility; Sinceriiy; Courage 


3. CHARAC TIEN of Conviction. 


ae ee foe 18 a Ore ee 
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ofa 





a 8 ae ome - 








Consider Degree of Animation; Enthusiasm; Power of Expro-sion (Speech Writing); 
Sales Ability. 


a ee ed 


LA PERSONALITY (lotal of ttems 11G4)90 ee 2 oe 5 ce 


4. INYLURNCE ON OTHEKS 
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a A ere peel eo Se SS ee Se eee = aS 
| 5. IMAGINATION Consider Powers of Mental Visualization; Inventiveness. 6 | 





1 CONCENT ous Consider Thinking Power; Ability to Focus and Apply Fuli Mental Power Effectively. 





see 


NB 





iia rl aly 


Consider Ability to Grasp and Understand Principles, Ideas, Facts; Consider Mental 
Alertness, Speed of Reactions; Power of Analysis; Ability to Reason and Reach 
Logical Conclusions. 


econ 
col 7, COMPRENIENSION AND 
; JUDGEMENT 





(ER Re =A 


Consider Adaptability to Changes, New Problems, New Ideas; Open Mindedness; 


[ae RIENTAL FLEXIBILITY Receptivity to Sucgestions and Ideas. 


LS ET ARAN | 


| orn INTELLIGENCE (Total of items 510 8). 2 - - - - 2 + 22 ee ee 


—_ a ne em a er et at 











en ae poseetions 


= 
¢ a? 
| 2 STN Ee Consider Self Starting Energy; Ability co Plan and Carry Out Work Systematically. 


ORGANIZING ABILITY 





Consider Ability to Understand, Analyse and Define Objectives; To Work Towaids 


IO, COORDINATIVE ABILITY a Common End in Harmony with Others. Attitude Toward Other Employees, 
Work and Conipany Policies. 


11. ACCEPTANCE OF 


RESPONSIBILITY Consider Ability to Understand Asslgnments Clearly and Perform Them At Once. 


| 12. QUALITY OF WORK Consider Quality of Work Performed. 


| 13. QUANTITY OF WORK Consider Quantity of Work Performed. 





[ APPLICATION ON JOB (Total of eI 940%). . . S22 ee. | i ha 


_ ion ane —enanieT —— oe ree en 
a a a ‘2 





Figure 7 


Scales Type of Rating Form with Subdivision of Traits 
Source: "Personnel Management", M.J. Jucius, Richard _ 
DD. bewin Ine, P9G5.. : 


7m « © 2 — oon ~ = « = eee ow ee a 


A Graphic Rating Scale with Provision for Rater Comments 


Appraise employee's performance in PRESENT ASSIGNMENT, Check (A ) most appropriate square. Appraisers are urged fe use freely the 
"“KEMARKS* sections for significant comments descriptive of the individual. 


1, KNOWLEDGE OF WORK: Has required knowledge of Has exceptional knowledge of 
Understanding of all phases of ee | and re- | | lated work, G9 own ano re- f[] lated work. 


2. 


Ze 


4, 


Se 


his work and related matters. 





Remarks: 


Ability to otitis or develop 


idees and to get things started. Remarks: £4, 








Attention, and mlication weeds close al supervision. 


to nig work, 


QUALITY OF WORK: Reeds improvement. Regularly meets Cénsi stently maintains 
= ii recogni zed is standards, = highest v quality. 


Thorougnness, cenloess; and hgeavle: tn VA Fy of yee Ab : ; a 


accuracy of work. 
VOLUME OF WORK: Should be arenes Regularly meets Unusually high output. 
’ recognized Pf, wy Fo all 


Quantity of acceptable work. Siarka: TO eda be of be eal yy, 7397) 
dame ehecdoorg ae LE Dasdoag bee 


Figure 8 












A Scales Type Rating Form with Provision for 
Rater Comment 
Source: "Personnel Management" H.J. Chruden, and 
A.W. Sherman Jr., South-Western Publishing Company, 


1963. 


AG. 





people, turns out 40 letters, a typical daily outpuc. “ae 
is a fact and could be so recorded on your department's 
productivity records if you keep such records, but it is 
not a critical incident...if Mary is expected to average 
about 40 letters per day. 

However, if Mary turned out 40 letters on one of those 
"bad" days when her dictaphone needed minor repairs, and 
when there were an unusual number of complicated customer 
inquiries and telephone interruptions, then you would record 
an incident of effective performance--a "blue" incident for 
Mary's Performance Riecord. This is @, critical Wer ae 
because Mary worked rapidly, keeping an unusual number of 
things going at the same time, and still turned out the 
usual number of letters. 

Critical behavior like this is the thing to look for--not 
merely good performance or bad performance in itself, but 
the employee actions that really make performance out- 
standingly effective or ineffective. 


This method was orginally developed by the Delco-Remy 
Division of General Motors and their experience with it has 
shown that it takes only a few minutes per day to make a 
listing of the critical incidents for each employee. Once record-= 
ed, the incidents become a matter of record which can be 
Silene When a quarterly, semi-annual, or other periodic 
performance evaluation is called for. An example of the type of 
form used with this method is to be found in figure 9. 

It will be noted that this example shows only one trait, 
alertness to problem situations, and is subdivided into red 
(unfavorable) and blue (favorable) incidents. 

Advantages. The primary advantage of this method 1s that 
it offers an evaluation based on concrete information. 

Disadvantages. The primary disadvantage 18 that, 12 em 


properly supervised and kept, the records can generate a’ 


P6 
aH 


"little black book" approach which makes employees extremely 


uncomfortable. 


BAM he OF MeeGoORDED CRITICAL Nerv fan tS 
AE eR INE oo Pere Roe wreM SriTUATiIons 


fh. 

A.. Did not See problem; A. Saw problem as soon as it 
em 

. 


Overlooked cause of arose; 
problem; B. Recognized cause of 
Failed to see special problem; 


C, Recognized situation that 


might produce problems. 
What Happened | Date |Item [What Happened 
[é7|_C | Special Delivery | 2/g/é7|_C_| Save expensive 
RED 1S) Oiey, 
A special delivery letter This fellow was working late 
came in about the same one Friday. He discovered an 
time as the regular mail electric furnace had been 
delivery. Instead of accidentally shut off. He 
delivering the special letter phoned his supervisor at home. 
At once, this employee put This prompt action prevented 
it in with the regular mail. the furnace from freezing up 
over the weekend. 


Situation. 










iw 


































This example shows only one trait, Alertness to Problem 
Situations, and is subdivided into Red (unfavorable) and blue 
(favorable) incidents. 


FIGURE 9 
Source: "Personnel Management", M.J. Jucius, Richard D. 
ihenwin Inc., 1955. 


Be OGme Pine. Reins ole eommuMesren:. 

Now that the five basic methods have been discussed let us 
turn our attention to some of the finer points of form design. 
Tt should be fairly obvious that regardless of the method used 
we are going to have to select a certain number of factors, 


describe them in Some manner, ask the grader to evaluate the 


a 


ratee's level of merit in each of the factors chosen, and 
report the marks assigned to a higher level of management 
for durther , actions 

Factors. How many factors should be included on any one 
form? Most authors on the subject of performance evaluation 
appear to agree on a number between 4-10, although there 
have certainly been successful ones with less. What types of 
factors should be chosen? The answer to this question will 
be answered when the uses of we program have been decided 
on. In any case the form designer should strive to select 
traits and factors which awe as distinct and Specific ae 
possible as well as being concrete and readily observable. If 
a weighting of traits is deemed necessary, it should be arrived 
at by a consensus of those who are going to do the grading, 
top management and possibly those being evaluated. Sub- 
division of Taciers.imtse components is surely permissible and 
even to be recommended. See figure 7 for such a subdivision. 

Division_of Grading Scales. The decision. as to wali 
of scale to be used is an arbitrary one on the part of Gae 
designer, and he can use either the continuous or discrete 
type. The main criteria for selection would seem to be, 
choose that scale which is least confusing to the grader (i.e., 
O to 4.0 for Navy use) and which is most amenable to descrip— 
tior ana standardization. 
of Form. Simplicity is the key. We 


Arrangement tive 
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have shown complete examples of forms in figures 5 and 6 and 


parts of each Seem appropriate from this point of view. The 
comment section under each factor shown in figures 4 and 8 
is a worthwhile innovation, as is the section which asks for 
progress, retardation, or stability in figure }. 

Standards. Standards are the descriptionsof the grade 
divisions which allow the evaluator to place the personnel 
being graded into the proper division or allow assignment of 
the proper grade. If the standards are poor or non-existent, 
if they do not mean the same to each evaluator, or if different 
ones are not applied to different skill levels, then the whole 
evaluation program will fail before it gets started. Consider 
for a moment two sets of standards——-call them set I and 
set II. They will both be applied to the same factor, 
"Quality of Work" as shown in figure 10. While neither set 
may seem ideal, set II is a little more descriptive and should 
allow a grader to mark his personnel more accurately when 
using it. In this way a company's management can control the 


standards rather than leaving it to the individual evaluators. 


h. Methods to Eliminate Bias, Bierce @bjectivity and ‘Test 
Validity of Performance Fvaluations. 


To obtain an optimum performance evaluation program there 
are several techniques which can be used. Seven of these will 
be discussed here. 


(1) Scale Alteration. 


Eg 
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Multiple Graders and Profiles. 

Choice Of tactors=ana their defmitron.s. 
Correlation between factors. 

Comparison of evaluation with other sources. 
Adjustments for known high or low markers. 
Separating marking periods. 


NIE OUI EW DW 
Meer ee ee ee ee 


Scale Alteration. This is a simple technique aimed at 
eliminating the "halo effect" in the scales method by insuring 
that the marker reads the standard carefully before he marks 


the form. An example is shown in figure 11 below. 


oA ET SCALES 


Quality of Work 
Quantity of Work 
Attendance 


Leadership 





Figure 11 
Alteration of Scales 

For the sake of simplicity, the standards for the grades 
(1.0 - 4.0) have not been given. The example shows only 
how one might arrange the scales. Admittedly this method 
can easily be overcome by a biased evaluator, but it will at 
least cause him to look at the form a little more closely. 

Mulcipte Graders and Profiles. This technique is based 
on the premise that two or more graders are better than one. 
If it is desired that only one final evaluation for a marking 


period be placed in the mants or company's records perhaps 


on 


the grades could be averaged, or Wt bhat is NMoessaristactor 
perhaps all of the grades could be combined on one sheet by 
the personnel department, using a color or symbol code. 
Perhaps the evaluator's marks could be weighted, say with the 
immediate supervisor's marks counting 3/h and the next higher 
supervisors counting 1/), or vice versa. 

In any case, two or more grades provide a comparison, 
which might prevent a biased report by having the evaluators 
digcuss the marks when differences occur. It will also prevent 
a habitually low or high grader from controlling the marking. 

Suppose a program is set up which calls for two markers, 
and the decision is made to place both marker's scores on one 
final sheet. ‘This might lead to a performance evaluation sheet 


(again simplified to the extreme) which looks like figure 12. 









NAME DE PAR Tie NT 


INSTRU GIO 


eeeeeeeeee#e ese 







Gia rr yr [CALE = 







Operation of BP quipment. 







Maintenance of Equipment. 





Leadership. 


ho Ada pea olga. | SS “¢ 


(ah Olies 20 3.0 ae 
K «J 








5. Personal Appearance 





O 1.062.0 3 70R aay 
man MLA BS os 

Figure 12 
Example of Profiles 


X—-—-MARK ER 





3e 


The heavy drawn in lines are called profiles and can be used 
for quick visual comparisons. These two lines show that both 
markers rate the man about equally well. If the profiles 
differed radically it might be necessary for top management ie@ 
ask for a review of the marks by the two evaluators or 
perhaps meet with them to discuss the differences. If the 
profiles are satisfactory to the final reviewers, then the 
marks might well be entered with ys discussion beEweon the 
graders at all. 

Choice of Factors and their Definitions. It has already 
been stated that factors should be as objective as possible and 
that the scales should be subdivided with various descriptive 
standards for each division. How does one go about selecting 
an objective factor? First of all one selects those factors 
that can be measured. ‘These include factors such as: (1) 
Quality of Work; (2) Quantity of Work, and; (3) Attendance. 
ff it is desired to measure a persona! "quality factor such as 
loyalty or cooperation, then whait loyalty or cooperation consists 
of should be clearly defined on the form and their standards 
should be clearly defined with phrases or Sentences, not by 
words like outstanding, excellent, good, or poor. ‘This also 
holds for the measurable factors, too, but it is more difficult 
to set standards for factors such as loyalty, conduct, and the 
like, than for the measurable ones. 


Correlation Between Factors. To use this technique one 


5S, 


simply compares grades assigned to the different factors. 

For instance, one might compare the grade an individual receives 
in "Attitude Toward Job" with the one he receives in say, 
"Work Performance." If his "Attitude Toward Job" grade is 
high, but his "Work Performance” is low, one might wonder why? 
Does he need more training, experience, or what? It could be 
that the man might be unsuited for the particular task he is 
currently doing but could do well in another. In any case 7 
ere to questions, which might eventually lead to improved job 
performance. 

Comparison of BEydluations with Otnem Soumce or Use of 
this technique implies that other sources are available, which 
have or can, measure a man's performance or potenciele — Uren) 
sources might well include: 

) Educational Records. 

) Psychological Tests. 
) 
) 


Aptitude Tests. 
Past Vocational Training or Jobs Held. 


Adjustment for High or Low Markers. Once it halgieeed 
established that an individual consistently marks higher or lower 
than other markers, then the organization might well apply a 
correction to the marks in order to protect the workers. 

This technique can only be used if records are kept long enough 
to establish trends and might well prove difficult to implement 
if the number of markers is large or constantly changing over 


time. If possible it might well be tried. 


Se 


Separating Marking Periods. Separating the marking 


periods can eliminate bias in the following ways: 


(1) Spreads the evaluations over a longer period and 
allows the marker to devote more time to each 
group. 


(2) If the groups are separated by skill levels, then 
inexperienced and less highly trained workers are 
not compared to the workers above them. As an 
example for the Navy, PO 3's would not be compared 
with PO 2's by using different marking periods. 
(This is currently being done. ) 

In the final analysis a performance evaluation program's 
validity and objectiveness depend on the evaluators and the 
attitude they have toward it. These techniques might help, 
but for the program to work one must have a group of 
conscientious, well trained evaluators who believe in what 
they are doing. 

This concludes the discussion of the generalities of perfor- 
mance evaluation. We turn next to an analysis of the Navy's 


performance evaluation program in the light of the principles 


discussed thus far. 
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CHAE har sil 


ANALYSIS OF THE UT Ss. NEVY Shel foe 


PERE ORMANGE BVALUATI ONS > Vase 


1. Analysis of thew ysiee mee > eerie a. 


We begin our analysis of the Navy's Enlisted Performance 


Evaluation System by examining the objectives or uses of the 


Syslenme 


These are stated in paragraph C-7821 of the Bureau 


of Naval Personnel Manual, Change 12, as shown below: 


(oily, 


The Enlisted Performance Evaluation System is used: 

(a) Todetermine eligibility of an individual for re= 
enlistment, for honorable discharge, and for 
award of Good Conduct Medals. 

(b) To permit the Commanding Officer to influence 
positively the advancement opportunities of out- 
Standing individuals. 

(c) By various selection boards which review enlisted 
Service records in order to select personnel for 
advancement, appointment to commissioned status, 
assignment to special duties, and for special 
educational programs. 


In order to facilitate discussion of the above uses wae 


- 


would like to break them down further as follows: 


The Enlisted Performance Evaluation System is used: 


ale 
Ze 


To determine eligibility of an individual for reenlistment. 
To determine eligibility of an individual for honorable 
discharge. 

To determine eligibility of an individual for Good 
Conduct Medals. 

To permit the Commanding Officer to influence 
positively the advancement opportunities of outstanding 
individuals. 

Allow various selection boards to select personnel for 
advancement. 

Allow various selection boards to select personnel for 
appointment to commissioned service. 

Allow various selection boards to select personnel for 
special duties. 

Allow various selection boards to select personnel for 


si8, 


special educational programs. 

In order for the reader to keep track of which uses are 
being referred to, we shall use items 1 through 8 as we have 
broken them down. Note that our items 1, 2, and 3 were 
originally included in item (a), 4 was item (b), and 5, 6, 7, 
and 8, were in item (c) of the BUPERS Manual uses listed 
in the footnote. Shown in figure 13 are the generally accepted 
uses and benefits first listed in Section II. Beside each ot 
these uses and benefits are shown the Navy uses that 


analysis shows come under the broad general use. 


General Use and Benefit Navy Use (lteme) 
1. Assist in determining promotion Pen ee ih ee 
as well as demotions and term-=- 
inations. 
ek. Assist in determining transfers 7 
and layoffs. 
3. Assist in pinpointing weak points 8 


in individuals and the organization, 
which when recognized can aid in 
employee guidance to improve the 
weakness. 


4h. Assist recruiters. dl 
5. Stimulate people to improve S 
6. Improve morale. 3 


Pieure 13 
Classification of Navy Objectives 
Valitity ic Om Nees ome ectod Werecclves - 
It would appear on the surface that most Navy uSes are 
slanted toward insuring the promotion and re=-enlistment of 


the "right" people. But let us look at the current uses a 


om 


little closer, item by item, to see if they have been categor-— 
ized correctly and if they are used broadly enough. 

TOPE ol. 

Item 1 says that the Performance Evaluation System 1S Geum 
used to determine eligibility for re-enlistment and there =a Cia 
be sure, explicit instructions in BUPERS Manual as to how 
grades assigned on the NAVPERS 792 are to be'utilized to insure 
that this objective is met. Since we are not, in this thesis, 
questioning the standards for re-enlistment it must be said 
that this objective is attained by the present Performance 
Fivaluation System and it is valid to require that this be one 

of the uses or objectives of the system. We are concerned 
with whether the system furnishes all of the information it 
could to assist in determining eligibility for re-enlistment and 
some recommendations for change will be made when the means 
of attaining this objective, the NAVPERS 792 is discussed. 
The reason changes will a is due to the fact 
that there are a few individuals who meet the minimum stand-— 
ards for re-enlistment as far as performance grades are 
concerned, but because they are administrative liabilities should 
not be re-enlisted. If a man is not recommended for re-enlist— 
ment then by paragraph C-10103 C of the BUPEBRS Yaar 
full explanation on the administrative remarks page of the 
service record is required to explain why he was not recommend= 


ed. Certainly if a man is considered ai administrative 


Gi 


liability this information should be recorded in his service 
record at the earliest possible date, so that he and the 
command are aware of it. Because a man becomes an admin- 
istrative liability only by acts of misconduct or negligence it 
should be recorded on his performance evaluation. ‘This coil 
make it a part of his official record and will go with him in 
the event of transfer. 
ITEM @. (Honorable Discharge) 

This is a valid use if for no other reason than the Navy 
desires it as an objective. Certainly all naval personnel sgt 
aware of, or have ready access to information concerning the 
requirements for attaining an honorable discharge. Since the 
honorable discharge requirements are based solely on personal 
merit over an entire enlistment there is no reason as to why 
the requirements should be based on factors other than a 
man's performance evaluation and service of the required time. 
ITEM 3. (Good Conduct Medal) 

This item requires that the Enlisted Performance Evaluation 
System be used to determine eligibility for a Good Conduct 
Medal. Again, this appears to be a valid objective. As ae 
the case with the honorable discharge, the requirements for a 
Good Conduct Medal are spelled out in the Navy and Marine 
Corps Awards Manual and are readily accessible to all naval 


personnel. ‘There is one danger which the requirements for 


the medal can lead to, however, and this is the "halo effect" 


eo 


in a Slightly modified form. ‘The specific requirement which 
leads to the danger is that which calls for no mark below 

3.0 in any factor during the time required to earn the medal. 
This is in keeping with the intent behind the Good Conduct 
Medal, "to recognize service which is above average in conduct 
and proficiency." DLet us look at an example, hypothetical but 
possible, of a man whose military conduct and appearance are 
above reproach and whom everyone agrees is one of the finest 
military men they have ever seen, yet whose performance in 
his job specialty (rate) is only slightly below average during one 
marking period. ‘This would prevent him from earning a Good 
Conduct Medal, and justifiably so. We submit however, that 
there are caseS where rather than knowingly jeopardize the 
otherwise outstanding individual's chances for a Good Conduct 
Medal, a rater would assign a mark in performance to insure 
that those chances were not jeopardized. If the requirement 
is to remain the same, then markers should be reminded not to 
bias the report by grading one factor based on the others, or 
in other words they should watch out for the "halo effect." 
ITEM 4. —- ITEM 5. -- ITEM 6. 

These three uses will be discussed as a group since they all deal 
with advancement in one form or another. Item }) deals ogee a 
advancement of outstanding individuals, Item 5 deals with 
advancement to paygrades E-8 and E-9, and Item 6 deals with 


appointment to commissioned status. Certainly use of the 


LO 


Fivaluation Program to assist in determining promotions or 
advancement is valid. However, it is noted that the Navy's 
uses are restricted to three specific types of advancement, 

or at least this is what the BUPERS Manual states. In 
actuality the system is used to assist in determining the 
advancement of everyone from paygrades E-3 to E-9 by use ‘of 
the advancement multiple, of which the performance evaluation 
mark is one of five factors. Because the system is used to 
assist in determining advancement for everyone, then the uses 
dealing with advancement, as described in BUPERS Manual, 
Should be re-written to encompass thoSe personnel who have : 
been left out. This will be done in Chapter III. 
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This is the use which deals with selecting personnel for special 
duties, which in a sense also selects them for special transfers. 
Again this is a valid use but one wonders if perhaps the perfor- 
mance evaluation marks might not also be used to assist 
detailers in assigning personnel to regular duties as well. As 
defined by the Transfer Manual, NAVPERS 15909, special 
Amblies are Reeruitine duty instructor duty and Oversegiegsnece 
dm@iry. Pnere are also SeveralWspecial categories of pemmennel | 
for which the Bureau of Naval Personnel retains assignment 
control. ‘These are listed in paragraph 24.43 of the TRANS- 
MAN. 


While assignment to special duty or assignment of special 


fel 


categories of personnel is important, it is also true that 
there are many fleet billets which should be assigned with 
special regard to the performance evaluation report as well. 
This is not being done. At the present time the detailers who 
are responsible for intra ship transfers do not normally Hee 
man's evaluation marks available when they are considering him | 
to fill a requirement. In particular they do not know how ell 
qualified a man is in each of the many subspecialties which may 
be required of his rate (Gunners Mate for example). In 
addition, the detailer does not normally know how proficient a 
man iS in a subspecialty for which he may have been assigned a 
Navy Enlisted Classification (NEC) Code at some previous 
time. The result of this lack of information is that inefficient 
transfers are Sometimes made which are unsatisfactory to all 
personnel and commands concerned. Interviews with detailers 
assigned to HPDOPAC and with a fairly broad cross section 
of Naval Officers at the Naval Postgraduate School, plus 
personal experiences of the authors indicate that while the 
percentage of transfers which fall into the categories being 
considered is not large, it is almost always true that these 
transfers involve key men. We have discussed the idea of 
providing the evaluation information to detailers with personnel 
at PAMIPACELT. We are aware that Pers N=9le Biew 
Data Section is working on NIMIS II which is scheduled to go 


into effect sometime in 1968. This new system will have the 
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capability of providing to the detailer, on request, an Enlisted 
Assignment Document (EAD) which can provide all the pertin- 
ent data in a man's service record, including performance 
evaluations. ‘The above Paes point out that the use of per- 
formance evaluation by enlisted detailers is sufficiently import- 
ant to justify its being included as one of the stated objectives 
of the system. 
The question is whether or not assignments are currently being 
made efficiently without the utilization of performance evalua- 
tion. As evidence that problems do exist the following is 
offered from the "Report of the Secretary of the Navyls 
EG Ic Force on Navy/Marine Corps Personnel Retention (vel Lew 
'§About 9O percent of the personnel in the Surface Missile 
System (SMS) Program are assigned correctly to billets 
Peeing their skills....However in other areas of AAW and 
= on information provided by the Bureau of Naval 
Personnel, about 61% of the F TG/GMG personnel are conse 
assigned to billets requiring special skills, and only about 50% On 
the ET's with search radar qualification are correctly assigned 
to billets requiring their skills... (8) 
The Task Force used the above figures to show how the 
management technique of Rating Control (used in the SMS | 
Program) could increase the percentage of correct assignments. 
A better enlisted performance evaluation system could also 


improve them. ‘Therefore possible changes will be recommended 
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in Chapter III to include use of the performance evaluation 
as a consideration when transferring almost all personnel. 
(Perhaps we can exclude SR's, SN's, etc.) 
TEs IM ee 
This item deals with the use of Selecting personnel for special 
educational programs, such as Navy Enlisted Scientific Higa 
tion Frogram. Since one of the generally accepted uses of a 
performance evaluation system is to aid in personnel training, 
and because common sense tells us it is a good aid in finding 
weak points, this is considered a valid objective. Once again 
we must ask the question, however, of whether the system 
could not in some way be broadened to include assistance to 
other commands in running their training programs, instead of 
limiting the use to assisting boards in selecting personnel for 
special educational programs. We feel that it should be broad- 
ened, and will attempt to do so, or at least show how it 
could be done, in Chapter III. 
This completes the discussion on the validity and completeness 
of the Navy's current uses of its Enlisted Performance 
Eivaluation System. While all uses were valid many are not - 
complete or broad enough in scope. We hope to assist in 
rectifying Chis Sitvuaetoneia. “napteer Titi 
fan Analysis of NAS aie (oc oP orm: 

After having examined the current uses or objectives of 


the Enlisted Performance Evaluation System we now desire 


ie. 





to analyze the current means of attaining those objectives, 
the NAVPERS 792 Form (Figures 14 & 15). Specifically, 
we desire answers to the following questions: 

1. is the format of the form acceptable im the light 
of siwh a wide and varied number of uses? 

e. Does the form provide traits or factors which 
measure the qualities necessary for the achieve- 
ment of each use’ 

pee Pees Evestorim ale) in controlling bias onmtheseaws 


of the rater’? 
yu. Are the standards of each of the form traits or 


factors clear to all users and do they mean the 
same to all raters? 
5. Are the standards valid for all groups being graded? 
@Question«1. 
The format of the form used by a system is arbitrary to 
a degree because of the wide variety of arrangements that are 
available. ‘The format used, however, must be based on attain- 
ment of the system objectives. The present Navy form is the 
Scales Method Type discussed in Chapter I. It has the same 
general advantages and disadvantages of any other scales method 
form, and there is no reason, as long as these advantages and 
disadvantages are known, why this form is not valid for use in 
reaching the objectives which the Navy has set, Items 1-8 
above. This statement is made with reservation because some 
of the objectives require evaluations on a form other than that 
of the regular performance evaluation form, NAVPERS 792. 
This leads us ee eciere te etter, 


1. The format is not of the type which can readily be used 
in the system for all objectives or, 
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REPORT OF ENLISTED PERFORMANCE EVALUATION 
NAVPERS 792 (Rev. 6-65) 


VIDS. JO. Wo} 






PERIOD OF REPORT 














Widder PRESENT SHtP OR STATION 






Aurst, 





ot RV ICE NO RATE ARS. 


INSTRUCT IONS 





1 For each trait, etaluate the man on Ais octual ubserved performance. during this reporting period, e:oluote Aim on whot he did. Descrihe 
I? pertormance uoas not observed, check the ‘Nut Observed’ box. what he did in the “Comments” section. 
Compare him utth uthers of the some rate, 4, Pick the phrase uhich hest fits the man in each trait ond check left 
It tbe mayor portion of At, work Aus been uutside Ars rate or poy grode or right box under it. (Left hox is more fovoroble. ) 





t. PROFESSIONAL PERFORMANCE: Has skill and elfiecrenes ain pertorming assigned duties (except SUPERVISORY) 























NOT 
OBSERVEO 







Effective and telzable. 


Needs occasional super- 


Inadequate. Needs 
constant supervision, 


Adequate, hut needs 
routine superyssion. 


Highly effective and 
telrable. Needs only 
limsted supervision. 


Fatremetys elfective and 
reliable. Works well on 





his own, ,1sioan. 







VEL J) TARY BEHAVIOR. How well he aciepts authority ard coutjorms to standards of mirbitary behavior. 





















Dislikes and flouts 
authority, Unseamanl ike. 


NOT 
OBSt RVEO 


Usually obeys commands 
and regulations. Occa- 
sionally lax. 


Contorms to Navy 
standards, 


Willsagls follows com- 
mands and regulations. 


Always acts an the high- 
est traditions al the 



























Usually gets adequate 
results. 


Gets good results from 
his men, 


llandles men very effec- 
trvely, 





(ets the most ont of his 





meh 


4. “Nil . TARY APPEARANCE: is military appearance and neatuess in person and dress. 
















NOT 
ORSER\EO 






No credit to the Naval 
Service. 


Smartt Neat and correct Contorms to Navy stand- Passable. Sometimes 
1N appearance. ards of appearance. careless 1n appearance. 


Impressive. Mears Naval 


uniform sith great pride. 










5. APAPTABILITY: How well he gets along and works with others. 











piel: (ets along exceptionally | Gets along very well A good shipmate. Helps Gets along adequately Amefit. 
OBSERVED well. Promates good with others. Cont rib- morale. with others, 





|] motale. utes to good morale. 
Ea Lt | 


6 DESCRIPTION OF ASSIUNED TASKS 





7 EVALUATION OF PERFORMANCE (E-5 ond abotre include comment on obility in self expression ond command, orolly ond tn writing, of 
the English longuage) 


MS M BE JUSTIFIEO BY COMMENTS IN AQOITION TO THOSE IN ITEM 7 ABOVE 


1}. StGNATURE UF REPORTING stIPERIOR 





Figure 14 
(Front) 


Current Report of Enlisted Performance 
Evaluation, Nave eRoae77e 
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NAVPERS 792 (Rev. 6-65) BACK 








We ERY  € SUHOOL(S) ATTENDED DURING PERIOD OF THIS REPORT 
: GRADUATED CLASS 
INCLUSIVE DATES SCHOOL {YES-NO) STANDING 


TR  SFEC TAL OF AL IF ICATIONS NOT INDICATED BY RATING OR PRIMARY NEC ATTAINED DURING PERIOD OF THIS REPORT 


“4 SFE -DLTY EDLCATICNAL ACHIEVEMENTS (USAF, college courses, correspondence courses, etc.) COMPLETED DURING PERIOD 
Cr ~=iS REPORT. 








EP igure we 
(Reverse) 


Current Report of Enlisted Performance 
Evaluation, NAVPERS 79¢e 


4? 


co. Lt ig incomplete in SeenmLcnt wares 
3 =i | vad ae 


Consider, aS an example, the objective which calls Torii. 
use of “5 See to assist special boards in selecting person— 
nel for special duties (Item 7). While the present form is 
adequate for an initial screening of personnel requesting such 
duties, (i.e., Recruiting Duty, Instructor Duty, and overseas 
shore duty) in every case a special evaluation or endorsement 
is required before actual assignment to the special duty is 
made. For instance when a person requests Recruiting Duley 
he must be evaluated by his commanding officer in accordance 
with the following personal characteristic requirements: 

Erle Are the individual's character traits, sense of humor 


and forcefulness as evidenced by his habits and daily 
life on board ship considered above average? 


b. Does the individual give positive evidence of being 
completely convinced of the advantages of a Navy 
career’ 


c. Does the individual appear to have the ability to meet 
the public and have the personal qualifications for 
independent duty? 


d. Is the individual persuasive in conveying ideas and 
information whether in personal contact or in writing? 
e. Does the individual have a cooperative attitude as 


indicated by helping others? 

f. Does the individual have initiative and ability to 
successfully present to and convince others; to accept 
his ideas*? 

g. Has the individual the ability to converse intelligently 
on Navy and general subjects and current events? 

h. Has the individual demonstrated his ability to deal 
successfully with problems involving ideas and people , 
utilizing his own initiative? 

is Is the individual without a speech defect, or a marked 
foreign accent and does he make a presentable 
appearance? 

ie Does he have a clear record and give evidence of 


financial stability and sobriety insofar as the command-— 
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ing officer can determine by inspection of current 
service record and interrogation of the individual. 
(A clear record is interpreted as one which does 
not contain official entries indicating a conviction 
by court-martial or nonjudicial punishment awarded 
at Captain's Mast during the past 2) months, } 
k. Does the individual hold a valid state vehicle 
operator's license? 
1, Is his GCT score 50 or above? Personnel quali-~ 
fied in all other respects but who do not meet 
the GCT’ requirements should be encouraged to 
request basic battery retest. GC'TlT score must 
appear in block 11 of the rotation data card." 9) 
Fiach of the above questions must be answered by a yes 
or no answer. A negative reply is considered disqualifying. 
Here then is one example of an evaluation, albeit a special one, 
which is not adaptable to the scales method type form, and 
yet it is in current use by the Navy. ‘T'o be sure theSe 
characteristics could be included as a part of a revised 
NAVPERS 792 form, perhaps of the check list type, and 
there would be no need for a Special evaluation. That they 
should be a part of the regular evaluation is attested to by 
the fact that the Commanding Officer should have as much 
recorded data as possible, preferably over a reasonable length 
of service, to assist in his Special evaluation if it were still 
required after the above questions had been recorded by a 
regular evaluation. ‘There are alSo examples of special evalua-— 
tions being required by some of the other objectives, namely 
the uses listed in items 5 and 6. While it is agreed that 


special evaluations will probably always be necessary, much of 


the information required by these special evaluations could be 
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recorded on a revised NAVPERS 792 form, and pertinent 
data could be collected over a man's entire career which 
could show character trends that would not otherwise be 
available from a spot evaluation, or from just one or two. 

Careful examination of the NAVPERS 792 form also 
reveals that the scales have all been arranged in a descend- 
ing order (4.0 to 1.0) from left to right. Thisteermice 
the "halo effect" to creep in and perhaps alteration of the 
scales might help. Use of this technique has already been 
discussed in Chapter I. 

Question 2. 

Does one form provide traits or factors which measure 
the qualities necessary for the achievement of each use? 
Analysis done thus far indicates that the NAVPERS 792 
does not provide the correct traits for all uses. The reasons 
as to why not will be analyzed on a uSe by use basis. 

Iet us consider first the traits necessary to attain the 
first objective, use of the system in determining who to 
reenlist (Item 1). Since there are so many qualifications and 
requirements which bear on reenlistment we have summa 
them in Appendix A. Many of the qualifications and require- 
ments depend on factors which are not on the NAVPERRe 
792 and correctly so, since information regarding them is 
contained elsewhere in an individual's service record and would 


only be redundant on the NAVPERS 792 if placed there. 





There are however, two requirements for re-enlistment 
which could and should be included for measurement on the 
NAVPERS 792 and theSe are: 

1. Ability of the man to handle his personal affairs, 

ea. Ability of the man to handle his financial affairs. 

(i.e., to control his indebtedness) 

There are Several reasons as to why these factors 
Should be subjected to measurement and they can be summarized 
as follows: 

i. Both facteorsmeoencern military sbehavior, whichis 

already on the form. 


ek. Both factors affect the opinion that people outside 
of the Navy have of the Navy in general. 


3. Personnel who have problems with these character- 
ISEICS 42re all eumaiietrative burden Co no smell Wegueee 
4. Standards need to be Set for these traits to insure 


that it is abundantly clear to everyone concerned 
what the consequences are of mismanagement in these 
areas. 

We have already mentioned that there are cases where men 
meet the minimum qualifications grade wise for re-enlistment 
but are Aor necessarily desired for re-enlistment. The Navy 
recognizes this fact and provides for administrative action out— 
lined in BUPERS Manual, para. 1403, to take care of this 
contingency. While the number of such cases is probably small, 
they do serve to point out that there are some factors or 
cheer OeISe we desire to measure that have not been 
measured in the past. Look for example at the minimum per- 


formance evaluation grades required for first re-enlistment—-—a 


final average of 2.7 and a minimum average of 3.0 in Military 
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Behavior for the last 12 nonths. 


One can imagine the case 


of a man with a final average of 2.7 overall whose series 


of marking period averages were: 


e 


First Year of Service 


Second Year of Service 


Third Year of Service 


eee” 


* 


Fourth Year of Service 


CON ww he we 


NIN WW WW © DW ww 
Ww UI Om ©O ©O@® © 


~j 
@ 


Final Average 


The Fourth Year Grades and averages could have come 


from marks as follows: (two marking periods) 





F’actor First Evaluation 
Grade 

Professional Performance Bele 
Military Behavior Baie 
Leadership & Supervisory 

Ability ZO 
Military Appearance 19, 
Adaptability Ae 

Average AOOe. 


* 3.0 average for last 12 months. 


Here is a case of a man who peaked in his ov 


mance during his second year and has been golrg dc 


the past two years. He still meets the minimum 
fOr pomee eater as far as the performance ev 

concerned, and 
ments then he can request re-enlistment with 
mind, as to why he shouldn't be re-enlisted. Bex 


meets the requirements for re-enlistment is du 


if we assume that he meets alj the 


Second Evaluation 


(Srade 


all pera 


Inhiul for 


quirements 


7 OSs ~aiwe relatively good marking periods kept him above | 
or at the minimum. If there were a requirement that a man 
be evaluated or marked as to whether he had improved or . 
regressed in his performance then perhaps this could be made a 
part of the requirement for re-enlistment and prevent such 
cases en meeting the requirements. Incorporation of this 
technique on the form is no problem, but changing the require- 
ment for re-enlistment may be. The problem bears looking into 
and it will be considered in Chapter III. 

How about the other uses of the system? Are the correct 
traits hae cee to implement them on the form? We believe 
meeat for Ptems 5, 6, /, erdee all ef the traits» are neotwon the 
Form and Home nSitels neither does the Navy in light of all the 
special evaluations that are required for these uses. An 
example of a special evaluation being required for Item 7 has ; 
already been shown. Each of the other uses also requires a 
special evaluation which can be found in various Navy publications 
and instructions. The fact that a special evaluation is required 
indicates that assessment of qualities other than those presently 
on the form are needed. But is it fair to base a man's chances 
for promotion to commissioned service, assignment to special 
duty, or selection for a special educational program on a special 
evaluation of certain additional traits? Why not record evalua- 


Eions 6f these traits over the@ivans centiteeecarcer? Ths will 


prevent the man's commanding officer, who may have known him 


2») 


for only a short..time mmu@enespecial cinecunisihenessyaarom 
having to evaluate the man on only a limited amount of informa- 
tion and obecmnaitientl 

N_ Question 3. 

Does the form aid in controlling bias on the part of the 
rater? Bias means giving advantage to certain ratings or pay- 
grades within ratings. It also means that it is easy for one 
factor, iInuwhick on individual scores highly or poorly, to in— 
fluence his scores on other factors. 

It has been shown that the form arrangement is susceptible 
to the "halo effect" by permitting the evaluator to go straight 
down the list of factors, marking each about the same with 
little ere on paid to the different standards above each 
block checked. This is the second form of bias mentioned above. 

To check the first form of bias one need only inspect 
Figures 16, 17, 18, 19, and 20 which were published in the 
tReport of the Secretary of the Navy's Task Force on Navy/ 
Marine Corps Personnel Retention." Notice that in every case 
when the YN Sicuretete are compared with the BT distribu- 
tions the YN distribution means are always higher. We cannot 
accept the premise that rate for rate YN's are better than 
BT's on the average, and we will look for a logical answer else- 
where, as to why this bias in favor of YN's exists. Notice 
that within a rating (use the BT rating as an example) the 
distribution of BTC grades has a higher mean than the —) am 
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distribution and so on down the line. Again this indicates a 
bias in setor of the higher paygrades ina rating. Why do 
these bias! exist? ‘There are probably many reasons but 
perhaps the most logical reason is that the standards for all 
ratings are the same and that all rates within a rating have 
the same standards. Whether this is a valid technique to use 
will be aflstus Bea further When we discuss Questions and 5 
which follow. At the moment we desire to point out that a 
bias does exist and. ought to be eliminated. 
Question }. 

Are aa standards of each of the form traits clear to 
all users and do they mean the same for all raters? We submit 
that —— the reader knew beforehand what the numerical 
Score was Bg the categories of standards listed below, all 
taken from the present NAVPERS 792 form, he would be 
unable to distinguish between the relative merit of each of them. 

svar tore -tandards 
Military Behavior 1. Willingly follows commands 

and regulations. 
2. Conforms to Navy 
standards. 
Questions - Which should carry the highest grade’? 


What does Navy standards mean*® 
Where are they published? 


Leadership and 1. Handles men very effect- 
Supervisory Ability ively. 
2. Gets the most out of his 
men. 
346 Gets good resilts Geom 
his men. 


Question — Which should carry the highest grade’? 


Ne. 


Military Appearance 1. Smart. "Weegteand 
correct in appearance. 
2. Impressive. Wears the 
Naval uniform with 
great pride. 
3. Conferms to Gian, 
standards of appearance. 
Question — Which carries the highest grade? 
Should 3 not include i and 2, or shouldn't 
the Navy standard be a smart or impressive 
wearer of the uniform? 

Fiven if a person is able to say what each of the above 
standards means and can rank them in the order shown on the 
NAVPERS 792 form, is it logical to believe that they mean | 
the same to everyone? The quickest solution to this problem | 
is to revise the standards and state them in more precise 
terms and perhaps provide standards which can be measured, or 
at least some which can be measured. This will be another of 
our objectives in Chapter III. 

OMes tien 5. 

Are the standards valid for all groups being graded*? 
Analysis has shown how the form is biased and it was suggested 
that one of the reasons might be the standards. Regardless 
of what the instructions say about comparing only men of 
equal rate within a rating, when one considers a standard such 
as "Gets the most out of his men" he tends to recall ieee 
evaluated men of higher rates, say CPO's, POi's and PP Gai 


when he evaluates his PO3's, and it becomes difficult to justmam 


ak.0O grade for a PO3 when some of the other rates received 





grades of 3.4%. One of the reasons this is so is that the 
evaluator allows himself to think in terms of the numerical as 
well as descriptive standards. While a PO3 may well "Get 
the most eit of his mem" in comparison to other FO3's am his 
rating it Pemeins difficult to assign a 4.0 to the PO3 when 
that is what the CPO or PO1 received. Lest the reader 
believe this is not so we ask him to look again at Figures tem 
j7?. 18, 19, and 20, and compare the number of PO3 who 
received sages of i@.0 to the number of, say CEO's whe 
received eee of 4.0. We now ask, if the standards were 
tailored to each pay grade or rate within a rating should there 
not be the same number of PO3's who receive }.0 marks as 
CPOs wno received the }.0 mark in comparison to their 
GesPective contemporames. We belteve Che answer is yes ald 
meni try to neon the situation as it currently exists when | 
we move to the next chapter. 

This concludes our analysis of the NAVPEHRS 792 Porm 
We have critized it in many areas but only because we desire 
to see it improved. Improvement does not necessarily mean 
total revision, nor does it mean doing away with all of the old 
framework of the system. Without the present NAVPERS 
792 to use aS a base of reference this thesis would not have 
been possible. It has Served it's purpose well, but it is now 


time for a replacement which more aptly suits the men of to- 


day's modern Navy. Hopefully such a replacement has been 
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CHAPTER =a 
PROPOSED Selva y= 
1. Objectives, 
Analysis in Chapter II revealed that the uses of the 
present Enlisted Performance Evaluation System should be 


expanded. ‘This necessitates a change in Article C-7821 of 


{ 


the BUPERS Manual. It is proposed that the Article be 
changed to read:. 


C-7821 The Enlisted Performance Evaluation system is 
used: 
1. RE-ENLISTMENT AND ADVANCEMENT 

(a) To determine eligibility of an individual for 
re-enlistment. 

(b) To positively influence the advancement of 
all personnel from E-1 to E-7 by assigning 
performance marks to be used in determin- |. 
ing part of the advancement multiple. 

(c) As an aid to allow various selection boards 
to select personnel for: 

(1) EB=8 andel— o- 
(2) Warrant and Commissioned Statier 


2. TRANSFERS 
(a) To assist detailers in selecting personnel for: 
(1) SEPAVEY-SHOREVEY Transteres 
(2) INTRA-SHIP WGransters- 
(b) To assist various selection boards in select— 
ing personnel for special duties. 


3. ‘TRAINING AND BUG tre 
(a) To assist commands in training individuals 
based on weakness revealed by their evalua- 
silos 
(b) To assist various selection boards in select— 
ing personnel for special educational programs. 


he. AWARDS 
(a) ‘To determine eligibility of an individual for 
Good Conduct Medals. 
(b) ‘To determine eligibility of an individual for 
Flonorable Discharge. 


6h 


The reasons for changing the present uses have already 
been Hid breeee in Chapter II. ‘The above uses are offered 
as an example of a possible replacement and how theSe uses 
can be attained by our proposed revision to the NAVPERS 
792 Form will be discussed in detail. Note also, that they 


include all of the old uses. 


on Proposed Revisions to the Current NAVPERS 792 Form. 


x 


An example of the proposed revision for use in evaluating 
technical ratings is shown in Figures 21 (Front) and 22 
(Reverse). By technical rates We mean to imply rates such 
as. 2 Tes S° > ese Wis, B's, Bris, “r's, GMis@e Mia's, Grits 
and the like who all work with items such as machinery, elec- 
trical or electronic equipment, boilers, missiles, deck equipment, 
and the like. The proposed revision cannot be uSed to evaluate 
personnel such as YN'!s, PN's, SD's, DK's, SH's, and other 
personnel whose duties are mainly administrative because of 
the breakdown of the professional performance factor. For 
these non-technical personnel, we have used the present stand- 
ards. With the exception of this factor, the revised form 
could be used to evaluate administrative personnel, but we will 
limit our efforts in this paper to providing a better means for 
evaluation. of the technical ratings. 

For those familiar with the present NAVPERS 1792 it 
might appear on the surface that only minor changes have been 


made. This was intentional, primarily because we felt that if 


oS) 


Period of Report 





to 
Neme (Last, First, Middle Rate Abb. | Present Ship or Station 


TNSTRUCTIONS: Read carefully the instructions in Appendix B before filling out. Be sure 
-nai the proper standards are chosen for each paygrade evaluated. If the majer portion of 
sis work has been outside his rating or paygrade during this reporting period evaluate him 
1, what he did 


ae ee 














» PROFESSTONAL PERFORMANCE Average of A and B | Progress since last 
Report : 
A. Operation of Equipment 2 tL 3 | 4 | 2 | | Som None Regressed 
aere ; | 
Nor opserveD [| 
’ 


8. Maintainance of Equipment a i a 


oT opserven [_] 

















MILITARY APPEARANCE 





weT OpseRVeD [| 










LoneeR ole ANU 
SUPERVISORY ABILITY omme nt 





NOT OBSERVED | 










4, MILITARY BEHAVIOR 


A. Military Relations onc ae 


NoT opserven [| 


= _-_ © - => we ef sae e-lUDUlUWD = > =lCc -, = - = a - ee oe eae F+-— lll oe => =-lUeelmlU OECD 






ADS TAO! Lire 


NOT OBSEFVES ia) 


+» REASON FOR REPORTING 7. DATE RSignature a 
Reporting Senior. 
_o-/ Ss 7 Semi-Annual LJ transfer L/ Other —————___— 


igure 24 









Proposed Revision to Current NAVPERS 792 
(Front) 
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SPECIAL QUALIFICATIONS SECTION 


9. NEC'S (List the number of each one assigned) Place the appropriate number in the 
box to the left, 
1. Fully Qualified 


independent duty. 


ea ini | 2. Partially Qualified but not for 


3. Not Qualified, rewoval of NEC 
recormended, 





10, ITEMS REQUIRED BY VARIOUS SELECTION BOARDS (Required for E-5 and shove.) 


YES NO NOT OBSERVED 
J, Can the man express himself well in writing? 


<r 


‘ rio 
3. Is the man convinced of the advantages of a Navy career? [| [J 
a 


» Can the man express himself well orally? 


. Does the individual have & cooperative attitwe as 
indicated by helping others? 


—! 


test 


Ll UO OOO 


5. Does the individual have the ability to converse 
intelligently on Navy enc general subjects and current 


events? 

6, Does the individual] appear to have the ability te meet lege aa 
the public and nave the qualifications for inderender.* 
duty? 

7, Does the individusl attenpt te furtne: his om ae TI 


education by teking training courses, attending on and 
off command classes when possible, or by using any 
ather means avaliable to him? 








DESCRIPTION OF TASKS ASSIGNED 


1, Professional Duties and Tasks Assigned (List billets oceusied, equipment 
responsibilities, GQ station if for this rating, etc.) 


zc, Military Duties Assigned (List CQ stations if sut of ratiry, watches qualified 
for and any other special teams er parties of which the man might ve a rember.) 


3. New Qualifications Since Last Report 


Paigure 22 


Proposed Revision to Current NAVPERS 792 
(Reverse) 


our proposal was to meet with any degree of acceptance it 


must remain patterned after what is currently being used. 


We did not, for example change any of the five basic factor 


headings, i.e., PROFESSIONAL PERFORMANCE, MILITARY 


BEHAVIOR, LEADERSHIP and SUPERVISORY ABILITY, 


MILITARY APPEARANCE, and ADAPTABILITY. [eae 


changes 
i. 


es 


~~ 
= 


that were made are theSe: 
Description of F’actors Expanded. 


PROFESSIONAL PERFORMANCE Tactor Suma 
divided into: 

a. Operation of equipment. 

b. Maintenance of equipment. 


MILITARY BEHAVIOR factor -subdivided ime: 
a. Military Relations. 
b. Non-Military Relations. 


Deletion of Standards from form in order To; 

a. Be able to use the same basic form for all 
technical ratings and paygrades. 

b. Be able to have different standards for different 
paygrades. 


Addition of a special Qualification=secion to ~eeta= 
Special boards and detailers, and to provide long range 
data for special evaluations. 


Wrote a complete set of instructions! for using iene 
proposed formvee"Appendia By 


A comment section was included under each faceor mene 


column was added to indicate improvement since the last report. 


Scales were altered to prevent the "halo effect." 


Fach change made was carefully considered and the decision 


to include any particular change was arrived at only after it 


could be 


justified as assisting in meeting our proposed objectives. 
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How each of the changes helps meet the objectives of the 
system will be discussed below: 

CHANGE 1. Description of Factors Expanded. The factor 
descriptions were expanded in order to insure that all evaluators 
knew exactly what the man was being evaluated on. For 
example, the description of Operation of Equipment under 
PROFESSIONAL PERFORMANCE, which is shown in the 
instructions in Appendix B, reads as follows: 

Operation of Equipment: Consider how well a man can use 

and operate equipment systems on board pertaining to his 

rating. Include his knowledge of its capabilities, limita- 
tions and operating characteristics. If its use requires 
logs and records be kept then consider this administrative 


aspect also. Do not consider maintenance or supervisory 
ability. 


This defines, as precisely as we could define it, just what the 
term operation di equipment is Supposed to mean. While one 
might argue with the completeness of our definition it is at 
least clear as to what is to be measured and obsServed using 
this description. 

This change, then, was incorporated to assist in attaining 
all of the Sy.s0em objectives by increasing the preciseness of 
each factor. 

CHANGE 2. PROMPESSIONAL PERPORMANC ERP acter 
Subdivided. The reason for this change was manifold. One, We 
wanted to call to the attention of evaluators that professional 


performance in regards to technica] rates consisted basically of 


two factors, operation of equipment and maintenance of equip- 
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ment. We included the administrative tasks associated with 

these two factors in their description. If only the single 

Perm, niaiaeeeeeaa performance, is used as a factor, then the 
evaluator must integrate in his mind the man's relative worth | 
aS an operator and maintainer. ‘This is fine as long as a man 
does equally well in both, but bias can develop if he does one 
much better than the other. In other words conceivably there 
are cases where a man might be the best operator on board 
but only an average maintenance man, or vice versa. This 
could lead to his operation ability grade affecting his mainten- 
ance ability grade. Secondly, we wanted the detailers to have. 
a breakdown of this information to assist in placing personnel 


t 
into billets. Suppose, for example, that a ship requests a 


man with - very good maintenance capability to replace one 

they are losing who has been the key man in maintaining several 
vital equipments on board. While the detailer would like to 
satisfy this request, at present he has little, if any, informa- 
tion regarding this specific factor. Using our evaluation tech- 
nique, he would have. Finally we desired to have the breakdown 
into two factors in order to be able to assist in pinpointing 
specific weaknesses in order to train men more effectively and 
to help them improve themselves. If a man is allowed to see 
his marks in these two categories he can then decide where 


the most need for improvement lies. Of course the old system 


allows for this, too, but our standards for the two teamees 
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which will be discussed shortly, seem to point out more 
specific weaknesses and are more suited for comment than 
the old ones. 

This change then helps achieve several objectives. It can 
stiJl be used to assist in determining who to re-enlist, award 
Good Conduct Medals, and Honorable Discharges to, and in 
general all the other uses it had before. In addition it can be 
weed to help in training men and assisting detailers in better 
personnel placement. Note too, that there is still an overall 
performance mark assigned. For details see Appendix B. 

CHANGE 3. MILITARY BEHAVIOR Factor Subdivided. 
This factor was subdivided to call to the attention of evalua- 
tors the fact that a man's non-military relationships are as 
much a part of Military Behavior as his military relationships. 
The moeructions in Appendix B require that one one of the 
three blocks be checked for non-military relations and that no 
numerical grade be assigned to it specifically. It does, however, 
affect or limit the grade that can be assigned to military 
relations by overiding all other considerations when a satis- 
factory or unsatisfactory block is checked. By including this 
breakdown on the form we are insuring that special boards who 
are considering personnel for special duties, and who require 
information of this type would have it over a man's entire 
career. It is not intended that those doing the evaluating 


become "Big Brothers" by including non-military relations on the 


an 


form, and the standards reflect this. They are outlined in 
Appendix B. Besides,these have always been considerations 


for eligibility for re-enlistment and we have only brought them 


| 
| 
. 
| 
, | 
out of their hiding place, BUPERS Manual, in order to ineaiee 
they recelve due ate ee 
This change then assists in attaining the objectives of : 
being able to use the system to help various boards select : 
personnel for special duties, and hopefully improves and amplifies | 
the information necessary to determine eligibility for resemliee™ 
ment. | 
CHANGE 4. Deletion of Standands From Form.  /Siiige 
we wanted to have a form for all technical ratings and for 
all paygrades within any particular rating, it was necessary 
to eliminate the standards from the form if we wanted differ- 
ent standards for different paygrades. Look at the stand- 
ards for each factor in Appendix B and notice that they are 
broken up basSed on paygrades. In all cases the E=-7 amggiee 
Standards are saves Same, but in Some cases the B-5 and B- 
standards are different from the E~7 and E-6. In some wea 
the B-5 and E-) standards are different. The decision as to 
how to separate the standards was an arbitrary one based 
solely on the opinion of the authors. While one may argue with 
the breakdown, A for that matter with the description of tae 


standards themselves, it is felt that these are better standards 


than have previously existed and are more measurable and 





observable than such standards as Outstanding, Excellent, 
Gets good results from his men, and the like. 

As ae been previously mentioned and as shown in Figures 
16, 17, 18, 19, and 20 of Chapter II, there is a definite bias 
between paygradés::withinm a rating and we have attempted to 
eliminate this bias by prescribing different standards for the 
different eciaauea co Whether our standards will do the job ; 
will only be determined when our evaluation system has been 
tried. While others with more expertise in writing standards 
may be able to come up with some which are better in content 
and clarity than ours, we have clearly eStablished the fact 
that expanded Etcetera are needed. In fact, the standards. 
will be the key factors in any attempt at improvement of the 
present Enlisted Performance Evaluation System. ‘Thus,this 
change helps in achieving all objectives of the system. 

CHANGE 5. Addition of Special Qualifications, Secition. 
This section was included for two reasons. First we wanted 
detailers to have more information on how well a man could 
perform in his sSubspeciality as indicated by an NEC. ‘The 
need for this has already been pointed out in Chapter II. Al- 
though this information is still sparse, even using our system, 
it is a step in the right direction. Secondly we have mentioned 
in Chapter II that some items required on special evaluations | 
might be included on the regular evaluation in order to gather 


data which would indicate trends. This is why we included 


Us 


- 


ITEMS REQUIRED FOR WARIOUS SPBEBCTION BOF e- 

in the Special Qualifications Section. We do not maintain 

that our system and form will do away with special evaluations 

but rather that it will be easier to fill them out because infor- 
mation ABO aimee for some of them will have been recorded by 7 
several observers in the past. 

CHANGE 6. Instruction Changes. Obviously when an 
evaluation system and eee is changed the instructions for its 
use will have to be changed. ‘This we have done in Appendix B. 
Hopefully they are clear and concise and will enable the reader 
to envision how he might evaluate his men. 

As previously mentioned we have added a comment section 
under each factor, or traits within a factor. This was done 
so that the evaluator could re out specific weakness and 


strong points of an individual while they were still fresh in his 


mind (i.e., after assigning a grade based on a specific standard): 


The Second new technique, the improvement section, was 
included to indicate to the man how he was doing over time. 

We also nade a minor change to the old Description of 
Tasks Assigned Section. We broke the duties assigned into 
military and professional components primarily to furnish this 
information, in an official manner, to a mans new duty section 
when he is transferred. We also included the "New Qualifica- 
tions since Last” Report”™ in this” seer, 


These then are the changes made and why we made them. 
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The final analysis as to their relative worth can only be made 


if they, or changes similiar to them, are tried. 


on Comments Concerning the use of the Enlisted Performance 
Evaluation System to Affect Transfers. 


That the Enlisted Performance Evaluation System could be 
used to assist in affecting transfers is attested to by the 
fact that the Navy already uses officers performance data as 
a determining factor in placing them in their next billets. Why 
not for enlisted personnel also? 

Good performance should be rewarded in aS many ways as 
possible. One way might be to shorten the sea duty tour of 
the truly outstanding individuals. We are not advocating that 
the tours be shortened for everyone, or that anyone has to 
serve on sea aticsy longer than is currently required for his 
rating and oo grade. Rather we are saying consider personnel 
with averages of, say, 3.8 or better as being eligible for 
transfer 3 months, or perhaps 6 months, early from sea duty 
to seis duty depending on the initial length of the sea duty 
tour. his ote offer an incentive to everyone to improve, 
and could possibly result in a greater retention of outstanding 
individuals by recognizing their work and rewarding them for it 
in a tangible a Another way the evaluation might be used 
would be to choose between individuals for a particular shore 
or sea duty billet on the basis of performance, all other things 


being equal or nearly so. These are just two of many possibili- 


i 


ties as looked at from the individual's point of view. 

One might ask how does the Navy benefit from using per- 
formance marks as a determining factor in placement of enlist- 
ed personnel? The answer is obvious to us. If the Navy can 
place the rene man in the right job at the right time that is | 
efficient use of manpower. What better indication is there of 
how well a man is qualified for a billet than a history of his | 
past performance? True, you have to pick the right rating 
and paygrade for a particular job to begin with, but fim 
there on performance marks should come into strong considera-— 
ielietirs 

As indicated in Chapter II there will be ample room on 
the new NIMIS II data card to include a man's personnel 
evaluation grades, and. even the information concerning his 
NEC#s . 

4. Areas for Further Improvemien= and) Meme mn amee 

We do not maintain that we have solved all of the problems 
of the enlisted evaluation system or that it could not be 
improved still further. What we have done, however, is limit 
our changes to those which we felt would meet with acceptance 
and approval in the Bureau of Naval Personnel at this time. 
We are aware of Several areas of still further improvement 
and will nome them out in the way of recommendations. ‘These 
recommendations are: 


1. Determine what weights should be given to the items 
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under PROFESSIONAL PERFORMANCE for each 
naval command or for each of the technical ratings. 
We have left this to the discretion of the commands 
concerned at present. Perhaps the weights could 

be arrived at by a concensus of commands of similiar 
types (i.e., Destroyers might desire to weight them 
50-50 whereas a shore esStablishment might desire 


4O-60). 


Investigate the possible use of multiple graders. The 
Several advantages of multiple graders are listed in 
Chapter I. 


Fixpand our system to include the non-technical rates 
as.well, by setting new standards such as ours. 


Devise a new form to evaluate the E-8 and E-9 pay 
grades. 


Use our syStem to determine if deletions or additions 
are desired in the Special Qualifications Section. We 
have selected only some of the items required by 
Special evaluations. 


(ete 
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APPENDIX A 


CRrPLERIASwwwwen MUST BE MET HOR 
Pia eee SoS TMENT 


Paragraph C-782iec (10) (b) lists the basic criteria which must 
be met. The first is that the man must have a final overall 
average for all traits of at least 2.7 and a minimum average 
om 3.0 in Mibtary Behawior for the last 12 months. 
If the man meets that criterion his record is checked to see 
if he falls in any ONE of the following categories. If he does 
fall in one of these categories he may not be re-enlisted without 
the prior approval of the Chief of Naval Personnel. 
GCT Score less than 
42 AND 


minimum or below MARKS 
in Performance or 


10 years or less educa- 
tion AND 

minimum or below MARKS 
in Performance or 


Military Behavior 


GCT Score less than 

. fe AD | 

have served continuously 
on aetive duty for a 
minimum. Of Be moenirmrs 
without advancing beyond 
paygrade EH-e 


GCT Score less than 
be ASD 

have not passed Navy- 
wide examination to pay 
grade EH-l at expiration 
of enlistment 


Military Behavior 


10 years or less educa= 
tion AND 
have served continuously 
On active @uty ror a 
minimum Gf 30 months 
without advancing beyond 
paygrade EF-e 


10 years or less educa- 
tion AND 

have not passed Navy- 
wide examination to pay 
grade E-4 at expiration 
of enlistment 


If the man meets theSe criteria he must then be considered 
according to the criteria of Paragraph C-1403 (9) which is 
paraphrased as follows: Prior to re-enlistment a full evalua- 
ElLOumee us dependency status should be made to ensure that 


Gil. 


personnel who are administrative liabilities should not be 
continued on active duty, e.g., personne! in lower paygrades 
who because of excessive dependents become administrative 
burdens because of indebtedness, restrictions on assignment, 
or frequent requests for special considerations. 
Further criteria are established by paragraph 1403 (11) which 
StaEeo. 
"Married personnel E-3 and paygrade E-4 (less than 7 . 
years service) if otherwise qualified may be reenlisted 
at the Commanding Officer's discretion provided: 

1. No valid complaints have been made for non- 
payment of debts. 

@. No valid complaints for nonsupport of Wites 
divorced wife awarded alimony by court decree 
or Children, if sara. 

3. An adequate allotment has been or will be 
registered for wife, divorced wife awarded 
alimony by court decree, or children, if any. 

i. Considered desirable retention material." 

If the man does not successfully meet the criteria listed he 
may not be re~enlisted without the prior approval of the Chief 
of Naval Personnel. If the man does meet all the criteria 
and is not recommended for re-enlistment, a full explanation 


must be entered into his service record as to why he was not 


recommended. 


3 ? 
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TABEE OF COMER = 


INTRODUCGCH ren 
Seo lene = Protessional Performance 


General Instructions for Professional Performance 
Evaluation 


A. Operation of Equipment by Technical Ratings 
1. Standards for Paygrades E-7 and E-6 


ee Standards for Paygrades E-5, E-4 and designated 
strikers 


B. Maintenance of Equipment by Technical Ratings 
1. Standards for Paygrades E-7 and E-6 


ek. Standards for Paygrades E-5, E-4 and designated 
strikers 


C. Non Technical Ratings and Non Strikers 
SECTION II -- Military Behavior 


General Instructions and Standards for all ratings and 
paygrades 


SC enhON Liie— Leadership and Supervisory Ability 


General Instructions for Leadership and Supervisory 
Ability Evaluation for all ratings 


A. Standards for paygrades E-7 and E-6 

=, = ade for paygrades H-5 

C. Standards for paygrades E-4 and below 
SECTION ly = Military Appearance 


General Instructions and Standards for all ratings and 
paygrades 


ao Oa WG) avs -— Adaptability 


8h 





General Instructions and Standards for all ratings and 
paygrades | 
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Dr RODUGTiem 
Purpose: 

The purpose of this handbook is to aid you in evaluating 
your men ina Pate objective manner. 
Discussion: 

Your evaluation will have a strong influence on the promo- 
tion opportunity of each man you consider. It will also affect 
the promotion opportunity of all those he will be competing 
against in his Da TEnEe: Your evaluation will be considered by 
a personnel detailer before he assigns the man to his next duty 
station. It will ine used to determine if the man is eligible for 
reenlistment, heHePable discharge, and the Good Conduct Medal. 
The evaluation is iinportant to each man individually and to the 
Navy, but it all depends upon your attitude and effort. The 
time you invest in making these evaluations will pay excellent 
dividends to you, the man, and the Navy. 

Ret oneneeel Pye gia eds 
In addition to this handbook and the evaluation forms, you 


should have available for reference those sections of the Poleuws 





ing publications which pertain to the ratings that you will be 
evaluating: 


1. Qualifications for Advancement in Rating Manual 
(NAVPERS 18068) 


2. Manual of Navy Enlisted Qualifications (NAVPERS 
1.5305) . 


So 





I nsviiwiecions : 
There are five basic traits to be evaluated: 
Professional Performance 
Military Behavior 
Leadership and Supervisory Ability 
Military Appearance 
Adaptailsility 

In addition,there are some Special characteristics to be 
eyaluated which are eithe’ explained fully on the form itself, 
or later in aes instrugkions. Whe standards “for each, of Wie 
five basic traits are divided into five groups. All of the 
Smemdards are described fully in Sections I. through V, Group 
1 describes the most desirable man and Group 5 the least 
desirable. On the evaluation form there is a block for each of 
the five groups alongside each of the traits. Pach block is 
divided down the middle to provide a left Section and a right 
SeGcion. 

To evaluate a man, select one of the five groups which 
best describes the man being considered. If he meets all of 
the stated qualities within a group put a check in the left 
Section of that block on the evaluation form. If he has some 
of the qualities for a group and all of the qualities for the 
next lower group, put a check in the right section of the 
higher group. 

Whenever a grade is assigned in groups 4 or 5 you must 
make a comment giving the reason that grade is being assigned. 


The purpose of the comment is not to discourage the assigning 


Si 


of such grades, but to ensure that they are not made 
casually. This comment will provide the basis for a service 
record entry Which is required in such cases. 

Professional Ferformance evaluation for non-technical 
ratings and non natee men who are not designated strikers 
will be done by using the standards in Section IC. The check 
mark will be made in the block for the appropriate group 
alongside Opera of Equipment. The Not Observed block 
should be checked for Maintenance of Equipment. 

Professional metpoumenes for technical ratings is divided 
into two categories, Operation of Equipment and Maintenance 
of Equipment. ‘There is one set of Standards for paygrades 
B-7 and 6. There is another set of standards for pay- 
grades B-5, Fi-4, and designated strikers. These standards 
and further instructions on their use are found in Section I. 

The standards for Military Behavior and instructions in 
their use are in Section II. These standards apply to all 
paygrades. 

The standards for Leadership and Supervisory Ability and 
instructions in their use are in Section III. There are three 
sets of standards, one for paygrades E=7/F=6, one for B=5, 
and another for EB-) and below 

The Standards for Military Appearance and their use are 
in Section IV. ‘These standards apply to all paygrades. 

The standards for Adaptability and their use are in 
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Section 5 ‘These standards apply to all paygrades. 

The special qualifications sections of the evaluation form 
are self explanatory with the exception of that concerning 
the NEC evaluation. 

The NEC evaluation is to be used almost exclusively by 
personnel detailers as an aid in assigning men with NEC 
numbers. ‘The box checked has no effect upon any mark enter- 
ed in his service record for the five basic traits. ‘The mark 
Should always be discussed with the man before being of ficially 
entered. If removal of the NEC number is recommended, a 
letter Siena be initiated in accordance with the procedures 
listed in the NEC Manual. 

If the man is no longer qualified to handle the requirements 
of the NEC, it is in the best interests of the Navy, the 


man, and his command to have it removed since many assign- 


ments are made solely on the basis of a NEC requirement. 


oe” 


Se CTICNw!: 

General Instructions for Professional Permiermance Evalue 
Before using the standards you should look through the 
sections pertaining to the man's rating in the Qualifications for 
Advancement in Rating Manual and the Navy Enlisted Qualifica— 

tion Manual. At the beginning of each of these sections you 
will find a paragraph which describes the areas of responsibility 
for that rating. In addition, the individual requirements listed 
in the Qualifications Manual for the paygrade involved should be 
considered. Bear in mind that the Qualifications Manual Hee 
MINIMUM requirements only, and that you should rightly evaluate 
a man's ability with respect to all those requirements for 
advancement to his present pay grade. Some of the standards 
ask you to evaluate his ability to handle tasks normally the 
responsibility of a higher pay grade. 

The overall Performance Evaluation will be based upon the 
marks asSigned in the two component traits, Operation of 


Equipment, and Maintenance of Equipment. ‘The overall mark 





will always be less than or equal to the higher grade and great-— . 


er than or equal to the lower grade. ‘The relative weight 

assigned to each of the two components will probably differ : 
' 

depending upon the rating concerned. ‘The assignment of these | 

relative weights tor pay grades and ratings is the prerogative 

of the command, but the same relative weights should be used 

for each man in a given pay gradé of 4 given rating. For 

YY 


example, the relative weights for F-5 in the ET rating might 
be 0.3 for Operation of Equipment and 0.7 for Maintenance of 
Equipment. The weights for E=-5 in the FT rating might be 
0.5 and 0.5 in the Same command. ‘The Overall Performance 
grade will not normally be entered until the initial evaluations 
made by the leading petty officer and Division Officer have been 


reviewed by the Head of Department. 
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SECTION IAti 


Operation of Bquipment by ‘Technical Ratings 


Consider how well a man can use and operate equipments 
and systems on board pertaining to his rating. Include his 
knowledge of its capabilities, limitations, and operating character- 
istics. If its use requires logs and records to be kept then 
consider this administrative aspect also. Do not consider 
maintenance or supervisory ability. 


See general instructions at beginning of this Section. 
Standards for Paygrades E-7 and E-6 
Group 1 Can operate all equipment pertaining to his rating with 


such proficiency and skill that his ability is unsurpass- 


able and capable of being equalled by only a few. Fully 


reliable under ajl operating conditions. Never requires 
Supervision to operate any equipment. Equipment 


knowledge leaves nothing to be desired. 

Group 2 Can operate all equipment on board pertaining to his 
rating with skill and confidence. Tempo of.operations 
and environment rarely affect his performance. 
Requires Supervision only when faced with extremely 
unusual situations. Further equipment knowledge 
desired in only one or two cases. 


Group 3 Can operate aj! equipment on board pertaining to his 





rating, but requires more experience to develop his 
skill and proficiency. Operating conditions limit his i 
: 
. a rT] ® 
capability and capacity only when the tfeinpo is fast or 
prolonged in nature. Require: sipervisian for only 


Sm 





Greup 


Sacup 5 


a very few routine situations. Further equipment 
oe eee required. 

Can operate most equipment on board pertaining to 
his rating, but requires More experience, study, and 
application to increase his skill and proficiency. 
Equipment knowledge is such as to limit his ability to 
handle other than simple operations unless supervised. 
Proficiency and skill in operating equipment is so poor 
that the man is of little worth. Knowledge of 
equipment is sketchy and behind times. Not familiar 
with current techniques. Easily bogged down even in 
routine situations. Requires supervision on routine 


tasks. 
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Sao LON ira. 


Operation of Equipment by Technical Personnel 


See general instructions at beginning of this section. 


Standards for Paygrades E-5, E-4 and Designated Strikers 


Group 1 Can operate all equipment on board pertaining to his 


Grome 72 


Group 


5 


rating for which this paygrade is responsible with the 
skill and proficiency usually expected only of higher 
paygrades. Adept in adjusting to changing operating 
tempo and environmental conditions. Requires no 
supermeion for tasks which are the responsibility of 
his paygrade, and little Supervision for tasks normally 
the responsibility of higher paygrades. Exhibits 
equipment: knowledge usually required of next two 
higher paygrades. 

Can BYSISIORIEE all equipment on board pertaining to his 
rating for which his paygrade has responsibility with 
a proficiency which generates confidence on the part 
of seniors. Operating tempo and environmental 
conditions rarely affect his performance. Requires 
Werle, if any Supervision for tasks which are the 
responsibility of his paygrade. Equipment knowledge 


for this paygrade requirements leave nothing to be 


desired, and shows considerable knowledge normally 
required for the next higher paygrade. 
Can operate all equipment on board pertaining to his 


Qh, 





Group i 


Gieomp. 5 


uae for which his paygrade has responsibility, but 
requires more experience to develop skill and proficiency. 
Unusual operating tempo and/or environmental conditions 
of a sustained nature sometimes degrade his perfor- 
mance. Requires Supervision for a few tasks pertain- 
ing to his paygrade. Equipment knowledge for this 
paygrade leaves nothing to be desired 

Gen Operate (most equipmcne on™ boards per taining eos 
rating for which his paygrade has responsibility, but 
requires more experience, study, and application to 
‘epessiecs his skill and proficiency. Unsure of himself 

re qany Toa ieNs and adjusts to changing requirements 
Slowly. Increased equipment knowledge required both 
in content and scape. Requires supervision for many 
routine tasks. 

Operating skill and proficiency unreliable even for 
routine tasks. Equipment knowledge is incomplete 

or totally lacking in most areas. Makes little or no 
effort to improve. Requires Supervision on routine 


tasks in sic ct seaceca 


2 


we LT LON Pen 


Maintenance of Equipment by ‘Technical Ratings 


See general instructions at beginning of this section. 


Standards for Paygrades E-7 and E-6 


Sreenoy ee di 


Groupee 


Gree 3 


Fully capable of maintaining all equipment on board for 
which his rating is responsible, regardless of tempo 
of operations or environmental conditions, in a manner 
which few can equal and none can Surpass. Equipment 
failures are diagnosed and repaired efficiently and 
rapidly with no wasted effort. Never requires 
Supervision pertaining to maintenance of equipment. 

All work is of highest quality. 

Fully capable of maintaining all equipment on board for 
which his rating is responsible. Increased tempo of 
operations or taxing environmental conditions reduce 
his effectiveness only slightly. Equipment failures 
are diagnosed and repaired effectively without long 
delays. Requires supervision pertaining to maintenance 
of equipment only in unusual circumstances. All work 
is of very high quality and some is of highest quality. 
Fully capable of maintaining all equipment on board for 
which his rating is responsible. Equipment failures 
are diagnosed and repaired effectively. Requires very 
little supervision pertaining to maintenance otf equip- 


ment. All work is of Shigh qnuadt,- 


G0 


Group 4 


Cmoup 5 


Capable of maintaining most equipment on board for 
which his rating is responsible. Knowledge of some 
equipments is not sufficient at present. Occasionally 


eo 


cannot diagnose or repair equipment failures regard- 


less of time available. Requires a noticeable amount 


of supervision pertaining to maintenance of equipment. 
Unable to maintain a majority of equipment on board 
for which his rating is responsible. Knowledge of 
equipment is inadequate for this paygrade. Normally 
_— difficulty diagnosing or repairing equipment failures. 
Requires a level of supervision pertaining to equipment 


maintenance normally given to lower paygrades. 


2 / 


Se TTOWN Bern 


Maintenance of Bquipment by Technical KRatmgs 


See general instructions at beginning of this section. 


Standards > ae Paygrades B-5, E-4 and Designated Sinem 


Groowe 7 


Group 2 


Greup= > 


Fully capable of maintaining all aueo niente on board & Ge 
which the next higher paygrade is normally held 
responsible. In addition, can maintain many equipments 
for which paygrades beyond the next higher are 
eee responsible. Requires supervision at a level 
normally given to an average petty officer in the next 
higher paygrade. Al] work is of very high quality and 
a majority of work is of the highest quality expected 
from this paygrade. 

Fully capable of maintaining all equipment on board for 
which this paygrade is normally held responsible and 
much of the equipment for which the next higher pay-= 
grade is responsible. Requires much leSsS Supervision 
than is normally given to this paygrade. All work is 
of high quality and some work is of the highest quality 
expected from this paygrade. 

Fully capable of maintaining all equipment on board for 
which this paygrade is normally held responsible. 
Requires a level of Supervision normal for this pay- 
grade. Most work is of high quality and all work is 
of —pood “qualia. 
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Group 4 


Group 5 


Capable of maintaining most equipment on board for 
which this paygrade is normally held responsible. 
Requires more supervision than normally given to this 
paygrade. All work is acceptable and much of it is 


good. 


Capable of doing only the easiest maintenance jobs 


normally assigned to this paygrade and jobs normally 
assigned to the next lower paygrade. Requires close 
Supervision. Quality of most work is barely adequate 


and some of it is unacceptable. 


oF 





Say Pron re 


Professional Performance Standards for Non-Technical Ratings 


and Non-Strikers 


| See first paragraph of general instructions at beginning of 


this section. 


Grou | 


Croup 


Group 3 
Cacebie ein 


Creo 5 


ob Gara i effective and reliable. Works well on his 
own. (If mark is placed in left section of block, 
comment is required. ) 

Highly effective and reliable. Needs only limited super- 
vision. 

Effective and reliable. Needs occasional supervision. 
Adequate, but needs routine supervision. 


Inadequate, needs constant supervision. 


LO@ 


S2erTrOon Ii 
General Instructions for Military Behavior 
You are to evaluate each man on two traits. 


1. Miltary Welations 
2. Non-Military Relations 


Non-Military Relations has three groups instead of the 
normal five for other traits. ‘The grade in this trait is not 
converted to a numerical grade for entry into the Service 
record as —s all one others, but a mark of satisfactory or 
unsatisfactory in it does put an upper limit on the mark which 
may be assigned in Military Relations. The intent behind this 
trait is NOT to pry into a man's personal life in any way, but 
rather to identify those few men who are consistent adminis- 
trative liabilities. Accordingly, it is emphasized that unless a 
valid complaint has been officially made to the command, NO 
QUESTIONS are to be asked concerning this trait and a mark 
of good checked. 

A valid complaint concerning a man's financial affairs is 
defined as one in which a letter of indebtedness is received 
and verified in accordance with BUPERS Manual paragraph 
tienes, 

A valid complaint concerning a man's personal affairs is one 
made to the command in writing which contains suf ficient infor-— 
mation to warrant the command's attention. 


TRAIT —- MILITARY RELATIONS 


AO) At 


Consider how well the individual accepts authority, follows 
regulations, observes courtesies and tradition, regards the 
Naval profession and those in it. The degree, manner and 
Spirit of acceptance and conformity are the differentiating 
facLlors. 


Standards for Alea. 

Group 1 Has a well founded knowledge of military courtesies, 
regulations and traditions, Always observes them 
in an exemplary and spirited manner, and inspires 
others to do the same. Exhibits respect for the 
Naval profession in the presence of juniors aaa seniors 
alike. Well mannered, respectful, and tactful when 
Secirer with everyone. Never puts himself, his 
command, or the Navy in an embarrasing position or 
unfavorable light. No civil or military offenses during 
the period. No entries in the Unit Punishment Book. 

Group 2< Always follows orders and regulations. ObServes 
military courtesies and traditions willingly. Exhibits 
respect for the Naval profession. Well mannered 
and respectful when dealing with Seniors and juniors. 
Dependable. No military or civil offenses of official 
record during the period. 

Group 3 Obeys commands, conforms to regulations and observes 


military courtesies and traditions, but sometimes with- 


out spirit. Respectful of all Seniors. Abrupt aC yeaa 


with juniors. Normally dependable. No military or 


civil offenses of official record during the period: 





Gaemp i Senet neh lax in obeying commands and regulations. 
Questionable dependability. No more than — summary 
Sur eRe conviction or not more than two minor 
offenses (NJP and/or civil) during the period. 

Group 5 Unsatisfactory conduct. Dislikes and flouts authority. 
Undependable. Repeatedly commits minor military and 
civil offenses, or convicted by court-martial E Ore sal 
major offense during the period. 

TRAIT -~- NON-MILITARY RELATIONS 

Consider only those affairs that are of such a nature as 
to reflect on the Navy. Consider degree of sobriety, unusual 
complaints of neglect of family, or complaints made by other 


than military personnel which, while not of the nature to bring 
civil or criminal suit, do bring discredit to the Navy and 


embarass the command. Do not consider petty family quarrels 
or neighborhood grievances which may be called to the command's 
attention. Invalid complaints are to be disregarded. 

Group 1 Goed, Nov valid complaints Trome@amy Source. 


Group <@ Satisfactory. Only one valid and corroborated com—- 
plaint of a minor nature during this marking period. 
Not a recurring problem. 

Group 3 Unsatisfactory. More than one walid and corrobvomatea 
complaint in this marking period. 

Use of Non-Military Trait 

This trait is not converted to a numerical mark in the man's 
service record, however, if a mark of Satisfactory or Unsatis- 
factory is assigned, there is a restriction on the mark which may 


be assigned in Military Relations as shown below: 


nO 


Satisfactory - Group 1 or 2 MAY NOT be checked in 
Military Relations. 


Unsatisfactory - Group 1, 2, or 3 MAY NOT be checked 
in Military Relations. 


DOA: 





Seow TIT 

General MaeecuStions for Leadership and Supervisory Ability 
Evaluation 

Before using the standards you should look through the 
Military Requrements section of the Qualifications Manual, 
particularly those sections which pertain to Training and 
Administration and Supervision. The requirements listed therein 
together with the supervisory requirements in the rating 
section of the Qualification Manual will provide you with the 
background information necessary to use the standards properly. 

If the man is in paygrade E-3 or below and normally does 


no Supervising, check Not Observed. 
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Leadership and Supervisory Ability 


See general instructions at the beginning of this section. 


Standards for Paygrades E-7 and E-6 


Greoiuyoue 


Gu sio aye) 


Inspires the complete confidence of his juniors and 
seniors. ‘Thinks clearly and acts decisively under 
great stress. Sets an example which few can equal, 
none surpass, and which his juniors and contemporar- 
ies use as their goal. Plans for all foreseeable 
conditions well ahead of time. His subordinates always 
work together as a cohesive, efficient team whose 
performance leaves nothing to be desired when he is 
Oana and very little to be desired when he is not 
present. Trains replacements for all subordinates 

and for himself as well. Fully qualified to be a lead- 
ing division petty officer and assistant to division 
officer on any Ship ver Sseacien. 

Has the complete confidence of his juniors and seniors. 
Thoroughly dependable under stress. Sets an excellent 
example for his juniors. Always plans ahead. Sub- 
ordinates work well and efficiently together under his 
Supervision. Rarely requires supervision except for 
unusual situations. Fully qualified to be a Jeadmig 
division petty officer and assistant to division officer 


on any Ship or Staeien. 


LOGS 





Group 3 Has the complete confidence of his juniors and seniors 
under | tempo of operations and environment. 
Occasionally indecisive under stress, but normally depend- 
able. Plans ahead most of the time. Insures that 
men under his supervision do a good job, but not always 
in an efficient manner. Most of the time eeaniiess no 
supervision. 

Group 4+ Juniors and seniors do not always have confidence in 
his ability to Supervise activities and provide guidance. 
Does not always plan jobs properly. Requires back up 
Supervision a majority of the time. 

Group 5 Cannot Supervise or lead at the level of responsibility 


required of this paygrade. Depends on others to.tell 


him what has to be done. 


AG 


=] C TION fae 


Leadership and Supervisory Ability | . | 


See general instructions at beginning of this section. 

Standards a. Paygrade B-5 

Group 2 gues capable in planning and directing the work of 
others at a responsibility level normally assigned to 
higher paygrades. His subordinates work copernien 
willingly as a coordinated team with very little wasted 
effort. Plans ahead. Dependable under stress. Has 
great confidence and inspires the confidence of his 
juniors and seniors. Fully qualified to be a leading 
division petty officer. Requires supervision only in 
unusual situations. Few of this paygrade can equal 
his performance as a leader and none can surpass it. 

Group 2 Extremely capable in planning and directing the work | 
of others with very little guidance from superiors. 
His subordinates work well together under his super- | 
vision. Always thinks ahead. Dependable. Has . 
excellent potential for continued rapid improvement 
as a leader. 

Group 3 Capable of planning and directing the work of others 
for routine jobs with a normal amount of overall 
Supervision and guidance from a superior petty officer. 
Insures that his subordinates do a good job. Makes 


occasional] mistakes due to lack of experience, but 


a 


LUS | 


Group 


Group. 5 


doesn't make the same mistake twice. Should 
continue to develop as a leader. 

When given a job and a plan he can direct others to 
accommo the job in an acceptable manner in a 
majority of cases. At times a superior petty 
officer must take over to insure that the job is 
completed. Generally does not plan ahead. Requires 
more miciaeive and experience to become an effective 
leader. 

Men do not work well under his supervision and have 
no confidence in him as a leader. Shows no notice- 


able interest in improving his ability as a leader. 
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oe PION ta 2 


Leadership and Supervisory Ability 


See general instructions at beginning of this section. 

Standards for Paygrades E-) and below 

Group 1 Extremely capable in supervising others. Others 
work willingly and effectively for him. Prepares 
efficient plans ahead of time under guidance of 
Superior petty officers and many times produces 
excellent plans on his own initiative. Dependable 
under stress. Has the confidence of juniors and 
Seno ns. Few in his paygrade can equal and none 
surpass his ability as a leader. Has the potential 
and attitudes to develop into an outstanding leader 
as a senior petty officer. 

Greup < Vere nate at supervising others with routine guidance 
and supervision of Superior petty officers. Men 
work well for him. Prepares good plans under guid— 
ance and at times on own initiative. Dependable. 
Makes occasional mistakes due to lack of experience 
but never makes the same mistake twice. Has 
potential to develop into an excellent petty officer 
esses in higher paygrades. 

Group 3 Normally does a good job of supervising others with 
routine guidance and supervision of superior petty 
officers. Insures that a good job is done. FPrepares 


Leto . 


nese plans under guidance. Generally dependable. 
Makes some mistakes due to inexperience, but rarely 
makes the same mistakes twice. Should develop into 
a good Serta officer leader in higher paygrades. 

Group , Usually looks to others for supervision, but at times 
does an acceptable job of Supervising others under 
guidance of superior petty officers. Will aceee 
inferior work from subordinates at times. Requires 
more experience and initiative to develop into an 
effective leader. 


Group 5 Ineffective as a leader or supervisor. 
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MiljLTARYeA BP iA Raver. | 
Consider the neatness and appearance in person and in 

dress. Include all aspects of the uniform such as fit, accoutere 


ments, whether regulation, correct or not, condition as to 
cleanliness, press and degree of wear and the like. 


Standards for all paygrades 

Group 1 Always neat, correct, impressive and smart in person 
and in dress. Wears the uniform with great pride 
and inspires others to do the same by his example. 
Taaecene in dress uniforms and correct and seaman-= 
like in work uniforms. Although uniforms may pacer 
soiled by work they are never tattered, torn, or 
lacking in any other manner. 

Group 2 Always neat and correct in person and in dress regard- 
less of type uniform worn. Almost always smart and | 
impressive sal is a good representative from the 
aspect of personal appearance. None tattered and 
torn or otherwise lacking in any manner. 

Group 3 Wears correct and neat uniforms regardless of type. 
None tattered, torn, or otherwise lacking. Some- 
times smart in appearance. Attention to small 
details would produce marked improvement in neatness | 
and smartness. 

Group + Usually correct and neat in appearance. Sometimes 


allows such things as haircut, shoeshine, accouter—- 
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Group § 


semis. @ leeohaee S poduchc hke detracge from 
appearance. Rarely wears torn or tattered uniforms 
but is sometimes unkempt. 
Sloppy. Wears incomplete, dirty, unkept and non- 


regulation uniforms when he can. Lacks many required 


articles of clothing. 
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How well a man gets along with others. 





Standards for all paygrades 


Group 1 Gets along exceptionally well with others. Well 
adjusted, cooperative and a pleasure to be around. 
yc S SPE promotes aed morale whenever possible. 

Group 2 Gets along well with others. Steady going and 
composed. Pleasant toward others. Contributes 
to good morale. 

Group 3 A good shipmate. Has adjusted to Navy life. Helps 
morale. 

Group Gets along adequately with others. Sometimes dis— 
arora and disturbed by seemingly small inconviences. 
Only occasionally argumentative or unpleasant. 

Group 5 A misfit. Resentful, bitter, and maladjusted toward 
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